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. dnd supervisors who have respon51b1]1t1es for Work
lt presents a broad range of material which will give
ent ‘principles as well as-techniques, of organizational .
"of(, oth good and bad position management practices.

ts a comprehenswe view of positiop
nfs, and the personnel management implj

/concl

S usmn of the training, part1c1pants shou]d be able to:”

/
. 2. State their respongibilitj "in the VA posmon management program and describe the
obligations they hdve a§ aﬁ official with’ position management authority.

oA

o .
METHODOLOGY _ | S

1Y -
to give participants theory and practice in“various aspects of position management through
esentatlons and workshop activities. A common framework of basic knowledges about the
in the Advance Readings so that going over background inforfnation about position
in <lgss is kept to a minimum. '

’

SCHEDULE - _ o

e c urs ons:sts of 1 2 modules of material and is meant to be covered in five 2 -hour sessions, pr-eferably over a

wee S t1 A detailed schedule is included at the front of the Lesson Plan. *
hr]

v M) °
ms%\wcrm - .

o

! A
/()ne/person well-versed in the subject matter should conduct the entire course. This avoids overlap and

/

/. duv{ltatmn ofmatemﬂ that might occur with more than oﬁmstructor and unnecessarily take up classroom time.
I :
/ B/y struetunng the course with frequent wurkshop activities it is intended that the participants will actually teach
emselves to a large extent. The role of the instrugtqs therefore becomes one of a resource person: an extension
of the ‘class who presents the basic information and offersees the practical exercises. This role should be explained

/ to the participants at the outset. 1t should also be pointed out.that the instructoris not an expert in the field of
<! position management and probably will not have a ready an3wer for every question. In fact, for many questions
/ and even sgme of fhe case studies used in the ~wurse, there is no one correct answer or sehition. In such instances,

/ «the examination of the ange by the participants is mo: mp. § the answer they come
& P

" up with ' s
i “ Y

(S
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’ CLASS SIZE

[
3

good part of the time partrcrpargts will be engaged rn work groups
r maximum effectiveness.

.Optr’r.nurr‘r class size is. 16-20 persorrs. For
each of which should consist of 4-5 people

N

- , ) SEATING ARRANGEMENTS

Since the class will frequently work in small groups, it is easiest to seat participants at tables, each holding 4-5

people. Experience has shown that mixing groups during the course is an advantage for the participants since it <%, -

brings each person into contact with more class members, It is recommended that this be done at the start of
Module 9. ¢ :
y &

MATERIALS AND EQUIPMENT
A ’ ‘ .

The materials that participants will need for reference and for the workshops during the course are contained in ~

the Advance Readings and Handouts sections of this guide: These materials are available as “Appendix to TG
05-23.” One set should be requisitioned for each participant well ahead of the course starting date. The Advance
Reading Lists and the reprints are to be drstrrbuted to the participants as early as possible. and the hagdouts
retained by the instructor for use in class.

In addition to this guide, thé instructor will need these referenchs at the points indicated during the€ourse:
‘ .

Item Module(s) ,
CSC Bulletin 250-7 . 3
VA Circular 00-76-40 3,8 , )
’ FPM Chapter 312 4,6,7 : ‘

In the Transparencres section of this gurde are examples of suggested slides that should be prepared locally for use
on an overhead projector to highlight various kéy points in some of the presentations. While these are not
mandatory for the conduct of the course they are: st/cougly encouragg_d to give vrsual emphasrsythe mate,rlal

An agenda for the course, showing dates and topics, should be developed on the station and distributed at the
opening session. It is suggested that the ‘course objectives cited above also “be printed and gived to each
participant’ s Y

The only equipment needed is a blackboard, or large flip chart, and, (if slides are used) a projector.
Al ; - . z h ' \‘;
. \ . . ) s

LESSON PLAN e

The Lesson® Plan has been designed to allow as much ﬂexrbrlrtv as possible in the presentation of the materjal.
With a targe amount of class time scheduled in the Plan for workshop activitiey it is possible for the instructor to
Londe);rse or expand particular modules to meet the particular needs of the partrcrpants Ukewrse the Lesson Plan
Laerzbe restructured or used only in part if the station desires to conduct specialized training in certain sub]eu
areds

The Lesson Plan is arranged in a three columnar format. Under “Key Points™ are shown the major subject
headings for the course content and classroom activities. The “Content Outline™ column provides the instructor
with the basic information to be presente’d It is not all-inclusive, but should be supplemented to suit local needs
. apd srtuatrons The “gpeeral Action™ column gives directions for the use of materials and equrpment

\
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. . ) DAY ONE ‘3
Welcome and lntroductron C 2 s .
What is Position Managemen,t and Why the Concern About lt?

Current Regulatory Rvequrrements of Posrtron Management

t‘ost to Begefit Consrderatrons in Work Organization '

] 'y
DAY TWO

4

Job Analysrs The Basic Tool for Effectrve Posrtron Ménagement

!}

Prmtlples of Effectrve Job Design - o " . - -
- " DAY THREE. o
Desrgn ‘or Motrvatron , . ] ‘ .
(iamzatronal Design Above the Non Supervrsory Level ~ .
q' : DAY FOUR - L

Ad)ustrng to Posrtron and Staffing lmbalances

Developrng a Plan of Action to Attarn Posrtron Management Objectives

. DAYFIVE TS
A Position Management Cpr{mrttee Workshop N /

Summary and Conclusron

e

(U]

w0

- 'I_‘ésson:sPlan’Sc'heclulje L K

50 min.

70 min.
N .

50 min.

70 min. .

80 min.
40 min.
.

« 90 min.

30'min.

[
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INSTR

Administrative

OBJECTIVE: To get traini?g coursc_:"'properl)./ underway.

|

Key ’Po!'nts -

- -

Introduction. .
L

Welcome.

\
getails. . - -

Opening cemarks
by station .
Director.

Course objegtives.

Questions

\

LENGTHOF MODULE: 15 minutes. ™ ] .

- " Module 1

Welcpme and Ihtfoduction".':

a

[}
ONALMETHODS: Presentation.

MATERIALS USED: Course agénda.

Transparéncy #1. R . .

»

Content OQutline

Call training session to order.

Instructor should introduce self and explainrole as a
resource person;, more than as a “teacher”.

A. Welcomé th\j)articipants to the training course.

B. Call attention’to the variety of services/divisions
" represented.

=

..A. Review course agenda. discuss details of meeting
.. times and place.

B. . Explain structure of the cougse, planned working

arrangements, and emphasize that in all sessions there
is to, be active participant involvement, plain-
speaking, and concern with real problems.

€. Attempt to set a tone of informality, eh'cbourage
interruptions for questions, comments, or challenges
at any time.

Go over the objectives of the coursé, pointing out the
order of progression and their use as a basis for the

agead.a. : :

Answer questions before proceeding,

Special Actions‘\

- Have participants pull

agenda out of packet.

[y

Read objectives aloud;
show as-a transparency

. (#1) if available. Explain

or elaborate as necessary.



. - - /

. i . Module 2 . &

N 5 S L and Why theConeem About m

. OBJECTIVE: To prepare participants for subsequent: sessmns by achlevmg a common understandlng +of the

s “what” and the “why” of position management . -7
* LENGTH'OF MODULE: 20 minutes. - i “\ b
.. INSTRUCTIONAL METHODS: Preseftation. o - -7 {
L ) : v Ty

MATERIALS USED: Handout #1, “The Concept of Posmon Management”
Transparency #2.

. Key Points Contént Outline T » ﬁl Special Actions
" Begin to define posi- A. Point out that ‘“position management” can mean
tion management (PM) different things to different people. '

v ! ’ t
. B. Differences are 1nﬂuenced by such things as the :
person’s

: L]
> I. Amount and kind of experience as a super-
visor, o

- - . ‘ 2. Knowledge of general management techniques ;',,
¢ /e . and personnel practices.

Determine what PM means  A.” Have part1c1pants tell what they think “p6’smon/ Capsulize responses on the
.to the class. . management’ means. blackboard for later
' ' reference.

B. Have participants fill out Handout #! in- DistributeHandout#l

e dependently. , and read instructions
\ aloud.

v ) .
L C. YLead a discussion on the statements on Handout
s #1, asking participants to tell why they did or dld not

Q\ . check each. ‘

. 'l

. Arrive at a definition of A Explain that each of the statements have some- '
PM. . thing to do with PM because that is the term used to

, describe management actions involved in organjzing .
/s : work to accomplish assigned missions.
\.

B. Point out that “position. management” is what
managers do _when they decide such things as:

I. How many people are needed to accomplish *
Jthe work assigned to the manager,

. 2. What kinds and levels ofskllls and knowledges

- o employees must have.
3. What duties and péspon»snbllltles mdmdual
positions should have.

]




N s . " . S . T . N

N . o : Lt .
< .KeyPoints ~ .. - T - Content Ouitline YRS Sgggg Actions
- e‘ . 4

. .

.
-

Ei i : : 4 How posmons should be orgamzed,‘ f K
. . L - . , . i R ... ‘ . . L. )
B Lo . S Whethé pamcular posmons are needed. L S '

. . B ¢ S .t R - . .

. Definition c‘;{ _P@A_, . A. .D{me posmon management as: . § - Write this (:fli‘;ition ohthe *
Voo o ‘ \ blackboard: or show a
' w ) “The aSSlgnment df dutles to positions and the  trapsparency (#2),

‘ R ) structuring f positions to forman organization that . ' o
e, . ;, / provides for the rderly and economical accomphsh~
' o ; ’ \ ment of work thrSugh efficient methods and prac- o
’ tices while effectlvely developing: and utilizing em: - Y
ployee skills and abilities.””- N : ‘ B

[ 9
»

o S B. Conclude by making the point that PM can be, " ‘
SRR . good or poor, sincere’ or capricious, analytical or “by - - f
the seat of the pants.” When performed fully, it P é

: includes .the mechanisms of position control and fob
y 7 design as well as -consideration for the optimum
v ) - development and use .of people’s skills and energies. .

Backér’ound of-PM in A. The current focus on PM stems from the interest
the Federal governthent. of the Administratien to ¥educe unnecessary costs in )
o government. , ' . ‘ , , . BV S

. '

] .o B. This concern is not new. In fact, it dates back to N '

] ‘ . ) the early 1960’s when a Buredu of the’ Budget report . o

. ) identified mapagement deficiencies in the Executive : :
CEe .. Branch g to expanding employee rolls, spiraling o : - f

, ©  salary costs, and grade escalation. . essgntlally the. o7 \

) sameyklnds of problems facing us now. ’ )




y ~
S ' : Module 3 . - AR

Current Regulatory Requirements of o
Posmon Management ' . ‘

OBJECTIVE:  To review with participants the current Civil Service Commission and. VA directives on position
: managemeny, and 1dentlfy the responsnbllmes of those agencies and tl}e various levels of

. ' K management. 1
LENGTH OF MODULE: 40 minutes. _ ‘
- INSTRUCTIONAL METHODS:  Presentation. \
' "
MATERIALS USED: | CSC Bulletin 250-7 . ,
VA Circular 00-7640 + -
. Key Points - / , Content Qutline ) ‘ .Special t\ctions
' ’ ) / !
Easic source document’ Our present plan of action for”dealing, w1th the -
for PM. problems of expanding employee rolls, spiraling
. salary. costs, and grade escalation is con[amed in CSC
% Bulletin 25Q-7. Briefly review this directive as it is. the O
. basic source document for our postion managemen; ' '
t ) . program., : "
. Problems and objectives. Parggraph 1 (page 1). ‘ ) ' Read cited parts of CSC*
) > . : ST ' .o . . Bulletin' 250-7 aloud. *
’€(§Caresponsibilities and Paragraph 2 (ph‘ge D.' . ‘y . Use black c;ard to list' key
_ timeframe. . . 7 : points durlng review.
. .
- Agency‘responsibilities. Paragraph 3 (page 2). . : -
Line'management - Paragraph 6 (page 3). . i IR
/ ‘responsibilities. :
Summary. Summarizé key, points of the Bulletin:
o ) 1 ,
- 1. Immediate action required. ‘ -
2. Mandatory nature of the program. ) . > ‘
4 1
3. Roles of the CSC top agency ofﬁClals and lme T "
! supe rwisors, % ’
LI ! ' o
VA Circular. " To implement the broad guidelines of CSC Bulletin
: 250-7, we have odfo'tv_n directive within VA: Circular -
00-76-40. S .
As above, briefly eview these'paragraphs:  ** ’> .
. 3. Policy . ) . Point out in 3b the
' o . . : ’ ) statement: “Position
' . Managejment applies to

positiops in all pay plans.”

. . L
. . . ¢ - (’ ‘ . . e
[ <

e o
. » . ' - . , S
. ~ : . o :
\ . ¢ . \ . 7
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Key Points ’ Content Outline - . Special Actions
: B . : v ’
’ 4. Responsibilities v } N
s PR i E _- : . . : _ <
5. Implementation . L -
-
Questions, " Discti;ss‘ questions participants imay have about what
’ : . Uposition management* is, why jt js important, or D :
what the responsibilities are ‘pf the, various 1¢vels of : K
. . / management. - ‘ W T .
o . 4 . . N . ‘
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- Module 4 v : .

_ o : “ . r N . » ;
s ' . éost to Benefit Considerations in Work Qi'gamzation Co T
' ’ d L i . . o L .‘ M . . N
OBJECTIVE: ‘To provide participants with an understanding of the factors to be taken.into aceount in/the -
N organization of work and job structuring and to recogmize and evaluate the cost te beneﬁt

considerations in position management. . . L

ENGTH OF MODULE 1 hour and 15 minutes. v , | .
INST’RUCTIONAKMETHODS: 35 minute presentation. . ., \ - Lo A
- - (\ .
. ' " 40 minute workshopy with l(st 20 minutes revllewmg_ group, responses,
- discussing alternate plans for cost.to benefit considerations, and.going over

solutlon to workshop problem. R . \ ¢

N

MATERIALS USED: FPM Chapter 312 pages 3-7, and Appendl‘ces AandB = - ;o
Handout #2, “The Widget Production Plan” ] oo
Handout #3, “Answer to Widget Productlo\man Workshop .
Transparencies #3, 4, and 5. . <, N
\ \ Pe o ) * .
" Key Points ) -Content Outline " Special Actions

-p . ..

>

- . L}
Management has a number ~ A. Management objectives in organizing work and
of overall ebjectives and, designing individual positions are varied.
goals in the organization . ' : .
of work and design of " B. Among these, for example, are:  ° ' '\> .
positions. . . , L

1. Orderly and tlmely accompllshment of the ' 'Refer to FPM Chapter 312§

mission work: i " Para. 2-1a, for additional

. . information.
2. .Efficiency in operations; ' . .ot )

- - S !
. 3. Eoonomy in operating costs.

Objectives are not : A. Considered in detail, these management ob-
mutually compatible. _jectives will reveal that there are conflicts. L (

~ . B. Oraerly and timely accomplishment of the work - o
brings into play the matter of productivity. High ‘
productivity may in many instances be translated to N\ 4
* mean highly skilled and well trained personnel to do
the workﬁn we think of high skill levels, this may
- _well meanhigh grades" and salaries to attract and
-retain such personnel. This then begins to conflict A .
. and compete with the management objective of el
-econbmy in operating costs. ,
3
* C. On “the other Kand, having all lower paid' em-
ployees in a unit will achieve the objective of an
economical operation, but.such an orgam/atxdn may
encounter serious productivity problems. The unit
~ may simply not have ‘the expertise to accomplish its & ’ - )
. . mission. o
\ A o




LY

P

£
Management must strike
a proper balance through
analysis and c&st to
benéfitfconsiderations.

-

N

Taotal management
considerations come
into play.

10
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Content 0utline
04 v : N

D Remember that the jobs designed by manage-
ment are to be performed by individual persons as
employees. Employee' factors must be taken ‘into
account, with consideration being given to design for
employee satisfaction and motivation. Failings in this
respect may produce. high tumover, resulting in
increased recruiting and training. costs, as well as
production slippage. We will discuss motivation more
thoroughly later.
E. There is also the aspect of Upwatd Mobility, as
part of the EEO program;~yet Upward Mobility
considerations likewise may:conflict with some other
management objectives. For example~ career 1field
structuring for low entfy-level hiring may not be in
the best interest of high produetivity and may aldo
accelerate training costs.
F. Finally, positions cannot be structured without
considering labor market conditions. This includes
considetgtion of current and projected employees on
Jhe rdﬂ/aand likely to continue in their employment,
as well as outside available skills that can be obtained
retained. :
4

Af Management must weigh and balange all of these

various factors in settin&%chievé' the objectives-

we spoke of at the outset>Jhen it must make a
decision. in striking an optimum balance among them.

benefit. Cost to benefit considerations related to

‘position management involve analysis to deteggine

the relative advantages and disadvantages of
possible arrangements of work organization and
position design.

A. A full ’cost to benefit analysis involves roral

management consideration in the sense of manpower,
money, materials, and methods.

Special Actions
} -

©

Cite example such as
establishing a nuclear
medicine technologist

_ position when there are
no qualjfied ¢ candidates
available.

o

of Cost tp Benefit Con-
sideratigns.

B. T.'his‘brings into play the concept of cost "to Show,t;a}sparency (#3)

1. The manpower, or employee considerations, /

will be dealt with in some depth later in the course.

2. These largely relate to most of the 10 itemized
factors listed in FPM Chap{ed 312. Go over these
individually with the class.

B. The money. materials, and methods -
ly the latter two as théy
availability of money

particular-
interrelete . with -~
are key considerations.

Write on blackboard or
show as a transparency
(#4) the 10 factors in
FPM Chapter 312, Para.

2-2a.

P,

.
'



e
Key Points
Planning positions or work
, assignments for employees
requires there be an
ordetl?,p.rocess.
Ay , a
o \

. 8/'
Classification and qualifica
tion standards serve as an
aid to management in
Job destm

B
Waorkshop
O PR
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‘wofkshop

. Content Outline

A. Effective position design, giving consideration to
total management goals,s demands a systematic,
tlmubh not necessarily a complicated, approach.

B. This is true whether it is origiunlsr%rk organiza-

tion dnd position design for a new or different
activity, or for improving an on-going Orgam/anon
with identified problems. «

C. The primary objective, of course, is tor the
mission to be accomplished. However, the resources
available nray impose restrictions on management.

I. Some of these restrictions may include the
number of empfoyees authorized, an average _grade
control that is established, and the money available
for salaries. These are more in relation to the
employee or manpower considérations.

2. A good many of the considerations, however,
relate to the nature of the work and its production

' forming the mission, how it can be cfficiently divided
for performance by employees, the facilities available-

in which the work is to be done, and the technology
of its accomplishment.

3. Call attention to the points in FPM Chapter
312, Para. 2-2b(1).

A Posttion classtlicativn aind quallticadon sbaiada, 1.
can serve as helpful tools (o nanagement m pesition
design. /
1

B Classsttcation standards poovide anagoment wit,
a kind ot blueprint for occupations. They indicate
kinds of work operations, responsibilities, and difti-
culties lyplchy found at different grade {evels.

. Qualificatign standards inform management of
the general and speciatized experience, training and
academic, #ehievements  serving' as “the  nunmum
criteria I((ﬁ persons cnlcrlng into positions in different
occupations and at different grade levels,

AL Have participants engage 1t workshop activits on
cost to benefit considerations in small groups. The
reflects three different  plans ~sd—avork
organization and job design for a particular produc-
tion operation. Pamclp;ﬂ’rkgr()ups are to dentify the
advantages and disadvantages of cach plan.

N -

Special Actions

»

Show as a transparency
(=5) the questions to
he asked in the position
planiing process

stecas thiat both classifica-
tion and qualification
standards are available in
the Personnel Office.

N

istubute Handoar %2
“The Widyet Production

Plan ™

‘

X
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Managcmdent’s final
decisions on the work
organization and position
structure must be resolved
to a written record.

]

12

' Ke'y Points

Content Outline

B. Allow the .wo'rk groups about 120 minutes to
study the different plans and come up with their list
of advantages and disadvantages for each. ;

C. Obtain feedback from the groups and list the
consj'nsus of advantages and disadvantages for each of
the different plans.

'D. Hold discussion on plans, calling attention to

different group conclusions, etc. Then pass out and
review Solution. Respond to questions.

2 ] .
A, Aftdr consideration of the various alternatives
available, management finally will make a decision on
the specific work organization and position structure
it concludes to be most appropriate.

B. For the broad framework of organizational
divisions and sub-divisions, there should be formal
“organization” and “functional” charts puBlished.
- ¥ .

\C. "The finest sub-division of management’s work
organization Plan — the individual position — must be
recorded fogmally jn writing as a Jegal and regulatory
requirement. This is done through the preparation of
job or position descriptions (Optional Form 8).

D. Review with participants the requirements and
purposes of position descriptions as discussed in FPM

&
Chapter 312. —

~

Special Actions -

Use blackboard to list the
pros and cons of the
tifferent plans.

Distribute Handout #3,
“Answer to Widget Pro-
duction Plan Workshop.”

Refer to FPM Chapter 312,
Para. 3-2 for additional
information.
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- Module S
job Analysis:’ . The Basic Tooi for

Effective Position Management
|

h . .
OBJECTIVE: To provide participants a knowledge of tht concepts, principles, and uses of job analysis as a

process for job structuring to meet position management objectives.

LENGTH OB MODULE: 50 minutes.

) . . ’ . .
INSTRUCTIONAL METHODS: 20 minute presentation.

'MATERIALS USED:-

>

30 minute workshop.

Handout #4 “Model Job Analysis Werksheet™
Handout #5, “Job Xna]ysis Worksheet for Staffing Assistant™
Handout #6, “Interview with a Contact Representative™

A Handout #7, “Task Statements for a Contact Representative ™
Transparencies #6.and 7. - :
Key Points Content Outline
The analysis of individual A. Job analysis is the systematic process of collect-
groupings of duties job ing and making certain judgments about all of the
analysis -- is the founda- important information relating to- the nature of a
. tion for PM. specific job. As such, it is the basic element of
. ' position managgnfent. .
B. The importance of job analysis is the sound basis
it provides for:
1. Proper utilization of etiployecs
i 2 Recruiument and placement
3« lanllluqu\m
3 job slluu(ml:(n,.
Cutrent and accunate |t C. bt eflectveness, jot a, oy niust be
and worker requirements . current and accurate job requirenents mnforigell o

daty are essential for an . \,
program concerned wigh This is true whether we die coneerned with nri[}]n.u

manpower development
and utilization.

¢

A procedure tor data
gathering and recording
1$ necessary .

-

organization and job structuring or in reviewing the

current: situation to make improvements, or tighten-

ing the belt iinder ceiling or average grade restrictions,
. ctc.

.

A. The process of job-analysis 1s not comphceated
However it requires a logical approach and attentian
to a few criterta The criteria are.

L. Gathéring informatian about work pertonmed
should be done through the most practicable means
possible.

£ s

Special Actions



(Key Points . . ( Content Qutline

2. The basic purpose of gathering the information

. is to determine what workers actually do, how they

do it, and why they do it. This information in turn is

used to determine what skills, knowledges, and
abilities it takes to perfofm the duties.

3. The information gathered must be recorded in
a manner that is understandable to others. The basis
N ’ - for judgments made about this information must also
’ be recorded for use in the future. Record of the
analysis should communicate clearly to others what
workers do, how and why they do it, and the basis
used to determine the requirements for doing the
work. :

B. In order to avoid confusion, a definition of
certain terms used in job analysis is necessary:

1. Element — the 'smallest unit into which work
‘can be divided without analyzing separate motions or
mental processes.

2. Task — a distinct, identifiable work activity
that constitutes one of the logical and necessary steps
in*the performance of a job (usually consists of
-several elements).

s
a

. 3. -Duty -a .rg.e segment of the work performed -

by an individual and may include any number’ of
tasks. ’

. 4. Position - Yconsists of one or more duties
requiring the services of one worker. - »

S. Occupation - 4 grouping of jobs which are
stmilar irt terms of the skills, knowledges, or abilities
required.

Basic steps tor conducting A, The basjc job analysis steps are:
.a job analysis. : ’ . X

1. Collecting information about the work per-

forimed. ‘

2. Refining thisinformation into the form of task
statements.

3. Determining the skills, knowledges, abilities,
and other worker requirements.

4. Verifying the information collected and
¢ determining the level of difficulty for each task

statement. \‘

5. Recording and documenting the results.

N

14 - 1
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Special Actions

Show transparengy (#6)
of Job Analysis Terms.

Example: “‘Sets the
margins of a typewriter.”

Example: “Typesall '
correspondence and
forms.” e

Example: “Conducts
interviews” or “‘provides/
information.” /

Example: A clerk-tygfst.

Example: Engineering.




. _ o i \' . C e J
. Key Points Content Outline
.Step 1, Collecting _ ‘A. Gathering background material is essential tO]Ob
data about the : analysis. Some gxamples of this type of material are:
work performed. ) L
* 1. Organizational and functional charts. .
.2. Classification and qualification standards.,
. . « 3. Training plans.

[ ®

4. Regulatory material.»

- : S. Position descriptions.
: ‘. o . ’
. ' ’ B. There ‘are several methods for collecting data
. : about the specific:job involved. These methods may
. be combined or used separately: *

) 1. The interview — either individual or group.
3 . : :
. 2. Direct observation. .
Sy
g . 3 :-Questionﬁaire. o
tot I ".' '

j 4 - Work logs or other records of Productwlty

T ) {
e C - Regardless of which method is used for collecting
&

"y the_data, some form of work sheet is necessary as a
= - ' gundelme to ensure that sufficient data is gathered

RN . and th:?t it is consistently gathered. ;
. Step 2, Writing -+ A. The information gathered about the position will
Ktatements., be used in the development of task statements. Task

. Sstatements are:

i, A'basepointjn most job anals -

B A task statement will show:

o
1"”’ . I. What the worker does, by usmg a specifi
.‘ﬁ‘j’ . o ~ action verb which introduces the task statement.” *

- 2. To whom ar what he does it, byjstating the

object of the verb.

x " 3. What is produced. by cxpressm{ﬁ thc expected
outcome of the verb.

4. What materials, tools, pyocedures 6r equip-
ment are used. :

\

“ G
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A
Special Actions
/|/
° .
“. N /

-
Distribute'Handout #4,
¥Model Job Analysis Work-
sheet” and review its \
contents.

[

Highligh} these points on
the blackboard or show
transparency (#7) of what
a task statement will show.

15



Key P;)ints :

¢

Step 3, Determining the
skills, knowledges, and
abilities required.

$tep 4, Verifying the data
g\athered and establishing
the relative importance of
tasks.

\

16
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‘
.

‘. .Content Outline ) -

C. A sample task statement for a staffing assistant is:

D. Task statemgnts should be written gramrﬁaﬁcally
and be easy to read and ynderstand. ~ .

E. lmportant ppints to remember:
1. The acti¢n werb shpuld be specific enough to
accurately describe the act‘i‘v»ty

2. Concentfate on writing only the crmcal and

important taskd of a job. <

v \
‘A, After writing the task statement, the next step is
to determine [the skills, knowledgss, and abilities
required to pefform the task.

. v
B. Eagh task nust be analyzed ysing $he questions in
the model job[analysis worksheet. As%n example, use

" the task statement for the staffing asSistant position

earlier developed (*‘Questions applicants for employ-
ment in ordgr to record petsonal and work back-
ground on SF-17} using procedures outlined in the
operating magual.”)

A. Verifying the job analysis data and establishing
the relative importance of tasks can be done in one

~step. The reasons for verification are obvious: the

more people who are knowledgeable about the job
who view and evaluate the analysis, the more likely ‘it
is to be objective.

B. Verify the data by using a different fact-gathering
technique. For example, after conducting interviews
with the worker, use thé direct observation method
to verify. Look for additional information-in the
verification process as'well as correcting information
previously gathered.

C. Establish the relative importance of tasks at the

'same time as verifying the data. This will be a helpful

exercise when it comes time to assign duties or write
position descriptions.

L

[

. Special K.:ctions

1]
Diagram this task statement
on the blackboard to show
how it meets all the cntena
in B'above.

Refer participants to
Handout #4, “Model Job
Analysis Worksheet”.

Distribute Handout #5,
*Job Analysis Worksheet
for'Staffing Assistant,”
and discuss what skills, '
knowledges, and abilities
are required for this

task statement.



Key Péints

WorkshQp on writing
. task statements.

~
s . Writing position .
descriptions. v
. Questions.
“
v
- »
v
“'\%F
i\
(J.
® ,
. s
- X
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-

Content.Outline \

A. Give work groups 20 minutes to write task
statements based on -the.ipterview with the contact
representative. Remind participants that task state-
mients should consist of-an action verb, an object, the
expected output, and the tools, processes, etc. used.

a
N

B. Review group findings giving the five correct task
Statements. T .

kY

Inform the participants that task statements are
ideally suited for-pGsition descriptions and in fact,
can frequently be converted verbatim to the principat
duties and responsibilities in a position description.
As such, they are meaningful tc:/rh'e" employee, the
supervisor, and to personnel officfals.

Answer any quelstions before proceeding.

)

Special Acfions
Distribute Handout #6,
“Interview with a Contact
Representative”’. ‘
. <
Transparency #7 should
still be on the screen-for
participant reference.

Bistribute Handout #7,
“Task Statements far Con-
tact Representative”. "

-\

o

17
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A - Module 6 =~ ~
- . -ﬁ . ’

- Principles of Effective Job Design’

. 7 e e a .
"OBJECTIVE::  To enable participants to be able to review established-pgsition structures, identify weaknesses,

. and propose “alternate structuresto accomplish such objectives as reducing salary costs,

s ~ increasing skills utilizatien,. insuring a career ladder o(f progression, improving employee

.mdtivation, etc. . "
LENGTH OF MODULE: " hour and 10 minutes. , -
vy ‘ . - . : .
lNSTkU’(‘TIONAL METHODS: 25 minute presentation. w ~— .
y : , ~ : S . .
Z o -, . 45 minute workshop with last’ 20 mifutes reviewing group “solutions .and
answer sheet. ~ +
o . . . ,
MATERIALS USED: FPM Chapter 312
. Handout #8, “Claims Examining Case Study"
Handout #9, “'Solution to Claims Examining Problem™
. Transparency #8
Key Points " Corftent Outline Special Action
. . N
. The most.important A Tht’mOSt important aspect oi .otk organization
aspc.  f work or- concerns the structuring of individual positiobs. As in
ganiz.ion concerns the building a home, all organizational stricture§ must
design or structuring have a secure foundation. In designing or redesigning t
of individual positions. ’  any organization or function, we must start with the
) individual nonsupervisory position and work up. *\
" B. Recognizing that most of our payroll dollars are
spent for compensating non-supervisory workers, it is
crucial that attention, be given to the construction of . |
s N work assignments for pur employees at this level.
Broad objectjves A Subchapter 2 of FPM Chapter 312 sets ow
in individual =~ general guidance un the assignment of duties.and
job design are - responsibilities to employees for orderly, efficient.
set forth in FPM and economical accomplishment ot the mission work
Chapter 312, Sub ) of an organization. -
chapter 2. H /
/ gt B. However, this written word needs to be brought
' into sharp focus. Thus, our objective in this session of
) the course 'is to “zero-in” on the more important
: points, for full understanding.
Basierules that should be A. There are scvcral‘éc rules thal can be drawrr
- observed im design or re- © from the general inst'ruclion9 and guidance set forth
design ur individual in the FPM. - ’ .
positions. . .
. * B. | These basic rules are: Swnmarize on blackboard
a 0} ’ \ or show transparency (#8)
K3 I. To the greatest extent possible,s construct  of the basic rules of job
positions-that are homogeneous as to kind and level ) design. Leave transparency
of work. . 5 op screen during entire’
’ discussion.
N - o

arrer
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Content Outline” . iSpes:j;ﬂ Action

&
L <
)
o-
5
z
iy
Y

2. For es;ablis'hed-,and, ongojhg'jobs consta'ntly.q‘
- « review the work arrangement fo bring about the , -
" magimum possible job purification.” ¢ ° S
N . i 4 . - ) -« ’ - v
. -+ - 3. Recognize job intérrelationships, and structure ,/ p ) /
‘ work -assignments afid positions to provide for career :
. : ! cu) o
»laddegs\gf progres?lout/- _ / ; . ' .

N . . - 4. Position design must be accomplished with - ) . \
' - middful recognition of labor market conditions. ' ‘ '
s . o L\ N e et -
5. Work assignments constituting'jpbé or posi-
tions are to be performed by individuals, and the
e . human element-must constantly be considered. ‘
5 e '
C. In- attaining position management objecjives,
Cot : . management must strike an optimuni balance be- .
tween competing factors. This was emphasized in the
session on the cost to benefit considerations. Ob-
viously, then, the 5 rules just stated are not absolute.
They must be flexibly applied in any given situation. '
It is possible, for example, that more heterogeneous,
rather than homogeneous, job design might be called
- T - for in consideration of labor market conditions, or
e ! . design for motivation might override the"@mr 4
rules.. .
-2
D. Consequently, each of the 5 rules nceds to be ,(
discussed in a bit more detail. ' ' o A

~rn

Design -positions along A. To the greatest extent possibite, work assignments. -
homogeneous lines to the for individual employees should be homogenecous. By
greaf'st})(tent possible. this it is méant that they should be as frec as possible
N . of occupational and grade level mix. A job made up
( ~ of one kind of work at a single grade level,0bviously
N brings about the high?st possible utilizatidn of the ’
workes in per?orming the kind and level of work for
v which the individual is hired.
. -
d B. As the work assignnfent becomes mdre hetero
genedus, there is usually A diminishing return to
management. ' ~ '

I. Where there is occupitional mix in a job, there
is typically a lessgping of “full productivity and
training costs are increased. Most individuals are

) trained and experienged in one field of endeavor.
Thus. the best mating of an employee to a job is ' —
where the individual is experienced and trained in one
occupational kind of work, apd the job assignment
given to the employce is madg up exclusively of that
kind of work. - - ; c .

& )
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++ ¥ ‘Key Points * . . Content Outlme . ¢;*§I§” o _ Special Ac‘:{ion

ﬁ. . (‘ o 2. Each ad/ltlonal occnpatroﬂal kmd' of.. wo,rk s> v

’ , ) ™ added to fornra‘work assignment for one ‘gmpl 7
)’ o Lo * ~ normally medns that the person placed in th'e job will”
<t ' . not Be expenenced and )ramed in the added Helds.

. , . = Therefore, it is probable that they will not produce to- T

W o - -the maximum exte,nt a§ desired by management. " <

¥ .. o 3 Where there is-a mix-in the grade level of work | )
' v . B .a.ssxgned to” the émployee more often there is-poor

3 ) : re\tum te.managdment on the salary dollar spent. An ¢
: , ployet, for example, “hired at grade GS-11 and who_ . ‘
L V * spends 50-75%%of the ‘time in the performar}\e of’ N
J“ i . ' work at a lower grade level, is not producing wo‘rk '
“ consistent, with the compensation being paid. And,
- S 1nc1dentally, from’ the employee’s viewpoint, such a .
f ’ ) . jOb will probably not be very thallenging.

4. Where jobs are de51gned with both occupa:,
‘ tional and grdde level mix, there is a compounding
Y . .. effect, usually adverse ot management’s best interest.

L . 5. 0Of couryée,/we can not have all “pure” posi-
' tions. There may be a given kind and level of work to
be peffarmed in an organization that will not
encompas$ a full 40 hour work week:— it may take
" only 10 or 20 hours, In this case, management should
o . attempt to form the “full” or 40 heut a WEEI(jOb by 5\

‘ putting together work that is as related as possible N
* occupationally, and as negr as possible in the level of §
r difficulty a?@ cdmplexity. . w
e T .

R ~ “Purify!" to the extent A. Job purification is really ‘the same thing in many
' possible all high level, respects as the design of posmons along homogeneous
~ professional and'technical lines. Howéyer, since all job§ have a tendency to
positions. change over a period of time, it is particularly

important in looking at on-going and long established
jobs, as well as in designing new jobs.

B. Here we are talking about looking at positions to
. determine the extent of actual occupational and/pr .
grade mix present. Job purification is concerned w &*
the process of carving out’of the existing jobs the lower
level and less difficult occupational kinds of work,
- and organizing and censolidating it to form separate 7
' positions. As an example, too frequently we find
& professional and -technigal_personnel bogged down
» with administrative and support work. Job redesign
. may provide for a staffing requirement of a lesser\
R \ﬂn‘:}er of professionals’ or technical employegg, and
, ] plementirig numbgr of support employees.‘ ’
//
) N &analysns — which we judt reviewed — is the
¢ real véhicle to carry out a positive program of job
purification. This process allows for a more in-depth

analysis of jobs which may appear on the surface to

v be “pure” (in the sense of being made up of one kind
v \’ *
Lo ' [ B ¥ im.4:;', '
[ oy .
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Key Points

. Career structuring is
essentia] in any work
organization.

.

Job design,must take
place with recognition of
labor market conditions.

/
.
1
THe jobs that are
designed by management
. »
must take into account
the hdman elcjnem.
Iy
C
- L/

O

ERIC

Aruitoxt provided by Eic:

Content Outline

" ‘of work at one grade level)y but when-dooked at in

,more detail, offer posslbtlmes for an improved work

N orgamzatlon plan.

~

A Individugl job desngn cannot be accomplished

Sl

effectively without considéring the telationships with

surrounding jobs. Job

4strat1fymg

/s highly im-.

portant so that career”ladders for promotion and
movemeqt upward in e ox’ﬁamzatlon can take place.

. . I

_B. This IE extremel¥ lmpbrtant for several reasons.

1. It is hlg,h]y slgmﬁcant in agency recrun&hent
and retenfion.’ Efnployees sare not only concerned
with the imfnediate situation, but in looking ahead to. -
what their prospects are for advancement. Under-
standably, this factor wdighs heavily on employee

motlvatlon

5

. 2. Also, this is a critical matter with agencies now
as a legal requirement thd to EEO and Upward

Mobility. .
\

A. -It must be constantly, kept in" mind by .manage-
ment that whatever position or work assignment is
it is for the purpose of obtaining an
individual . employee who will perform the work /"

designed,

'aSSIgnment‘ .

B. Design of positions without consideration of this

fact will often lead to problems.

AN

. If positions are constructed to involve skills
that are unavailable or in shortage in the labor
market, there @fe problems to be faced in recruiting

and retammg manpowet resources,

¢

~

%2. Also, job structuring should be done in con.
sideration of the supply and demand rule. A good

example, concerns the growing number of persons
)}\&he labor market upon graduation from

entering

2-year junior colleges. Management needs to be alert
to job structuring patterns that allow for utilization
of Ehes& available talents, in lieu of professional skills

that will continually be short of demand.

. A /

A. Work assignmehts organized by management
must always take into account the fact that the job or
positien is to be filled by an individual person.
Performance by the employee is affected greatly by

the nature of the assngnment

»

b

™
Special Action

) , ’

-

Reimmember, we mentionedt”

the case of establishing a
Nuclear Medicine Tech-
nologist position when no
qualified appljcants were
available.

Cite examples of medical
technicians, accounting

technicians, engineering

stechnicians, etc.

- >

N



Key Points.. . A Content Outline ' Special Action

o » B. The jdb needs to be satisfying and\challenging for
' \ - : " . the individual employee to be productive. The con- =
k \ - cept of “job enrichment” or design of work assign" ‘ '
ments orgjobs for employee motivatipn. will be taken . B
- up separitely later in the course. - ¥ . - :
Summarize the 5 batic - A." The ﬁv;vb/a/sii: -rufes we must keep in mind as we
N\, srules to be cansidered. design jobs are: . U‘l\ . ' °

-
S

. .

o . .

y ‘ 1. Desiégn jobs. along 'Homoge"néoug lines to the -
. ) maximum_ X tent go’ssible.‘\\_ ‘ A s )

—

2. Practice a positive p'rf)cess of job purification.
: ° .

) 3. Design positions with consideration to other
- jobs to provide for career progression and the
elimination of dead-end positions to the greatest
extent possible.

! 4. Be cons(antly mindful ef labor market condi- &
tions in the design of positions. : ‘ -

h - 5. Always recognize that positions are to be filled % ; .
by individual persons, and the work assignments must / ‘
provide fox reasonable job challenge and satisfactitn
for motivation, which impacts 'signiﬁcan} on pro- -
~ ductivity. :

A . : X :

Case study. " A. Have  participants work ‘on tile Claims Examining  Distribute Handout #8,
Case Study. Allow work groups 25 minutes to *“Claims Examining Case
complete assignment. . ¢+ Study.”

' » o . »

' AN B. Ttis p'roblenipqllustr&es the principles of job .

- ) ) design and fédesign as reviewed in the session. Go @‘

over the case to be sure all participants understand - '

7 the information provided, and what they are to do.

C. Obtain feedback from the class on the organiza  Have selected class mem- X,
tion . and job - structure decided to be most bers diagram their solutions
appropriate. on the blackboard and dis-
’ \ cuss each with the class.

A

~ D. Review witp participants the answer sheet fy)the' Distribute Handout #9."

case study. Answer questions. “*Solution to Claims
- | ‘Examining Problem.”
& _ ; i
“ . ¢
, " Homework assignment. Ask participants to read Handout #11, “12 fazards Distribute Handout #11,
) ‘ ' ’ in Organjzing.”” (for Module 8) before the next class ‘12 Hazards in Organiz-

meeting. ing.” - o

N
~.

E]{[C . . . . ,
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2

Job Design for Motivation

, ' RGN . \ . )
OBJECTIVE: To impress upon participants that work assignments [ofming pesitionis are to be performed by
people, and that there must be concern for this fact for fully effective J()b design and redesign:

LENGTH OF MODULE 50 minutes. B v
' N T . B )
INSTRUCTIONAL METHODS; 20 minute presentation. : ) . ~
s . 30 minute workshop, with last 15 minutés reviewing group solutions.”
& | ' 9 . ‘,'
MATERIALS USED: FPM Chapter 312° ’ oy
' Handout #10, “Case Stady in Job Enrichmemnt” . e
Transparency #9 R .
Key Points . Content Outline ‘ Spécial Actions
Work assignments form- . A. The FPM Chapter on position” management "};:4‘: 7
ing positions are to be -points out that position design for employee
performed by persons motivation is an essefitial factor that must be con-
sidered. Each participant no doubt expects their own
job to be challenging and interesting.
. B. There is little doubt that poor planning leads to
problems of unsatisfactory productivity, high unit
‘ costs, dissatisfaction, grievances, and high turnover jA
good many of these problems are directly traceable/to
" a lack of attention to building into jobs factors that
contribute to employee motivation.
There is growing concern There is a growing concern for job design tur
for job design for mou motivation in the private as well as the public secfor.
vation. Mr. Alexander B, Trowbindge President ot Jthe
) Conference Board & worldwide independent non .
profit business research arganization  has stated
Toddy s wotk force s andoed a new bieed People are dess castly contiolled Teos dopen v o b o wnd

pussive. less willing co work “harder and smarter,” desprte greater matenal ieward., tmpyoved voning conditions
ahid better trained and enlightened supervision People at wark don’t appear to be “motivated ™ and the
carrpt-and-stick formula tor motivation doesn’t always seem to work too well anymore -

Iy >
Many managets and behavioral scientists have come to recognize that the nussing elenment ot motivation to work
may lie in the character of the work itself. For the mature individual, work may be a means of personal growth; it
may satisty his need for achievement, creativity, and self-fulfillment. Work, then, has become more than a means
for economic survival, and it is apparent that in this age of affluence with its more sophisticated population,
people won’t work long or well at a job that offers no challenge or meaning. Many of today’s employees seem to
be taking their cue from the late Abraham Maslow’s rephrasmg, of an old adage: “What’s not worth doing isn’t

worth (lomg well”
Key Points : Content Outline Special Actions
The role of woik 1 hite A Woik, and the part Jt.pluy: I Hle has teen a

concern of mankind throughout” history  One o
another work ethic h)n formed the basis for whole
societies.

\
. e

(A ]
A
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Key Points S . ' Content Outline INPRE 3

e “./" ‘ "B, Managemem has "not beenf unmmdful ‘of the
' i ) , nature,™ functlon, and design of work.. However,
' <o T v *° human behavioral consideration on the: part-of -

. _.management has lafgely .dealt with man’s adaptablhty
to technology and to production requxrements

Recent trends i in the A A Research has brougbt about.a growmg awareness

tiott; and findings through - significant as a dim nsmn of motivation.
research and.experiments. Y ' ,

CoRn - *,B. The extent. to Wthh it provndes for  self-
" expression, or realization of one’s own ability and
> desire to develop, grow, achieve, create, and gain
recognition, etc., establishes the real climate for
“motivation. ' >

- - ) % Estaglishing”th’% climate — although more on an
. ' experimental rather than practical level at this time —
is provtn,g ‘to be 1mportan‘t in productmty\gams

- e Higher productivity LA One’ factor to consider in bringing about pto-
) * through employee  ° .. . ductivity gains “through empl yee motivation is
# ~ motivation depends on - understanding m'concepts of job deslgn for motiva~
- several factors. . tion.
/ B . L4 F . .
B. A second factor isze,ppreciation of the barriers to
. _ productivity gains which are organizdtional and insti-
v tutional. The attitudes of management and employees
likewise often present real problen}s - ‘
Cs A third factor is to make use of what guidance
: , has tome out of experiments to date in this area, and
: T ) ' . toapply them 'realist.ically

’ A Motivation is generally defined as movement or

motion toward a goal. The strength of motivation lies”
' v “in- the personal reward the employee sees in, reachmg
that, goal. Selection of a goal and how it is seen as a
reward is personal tothe individual. Thus, motivation
is internally generated. .

Fo

Motivation defined.

kirg,is. The first is extrinsic to the individual, that is.
N coming from beyond or outside his control. The

himself.

1. The extrinsic reward is worked for by the
. average employee such as to €arn a promotion, to
v o achieve employment secunty etc. Motlvatlon of this
B . type is mare directly observable.
b -4 ’
2. Yet, it is the intrinsic reward. so behavioral
" science tells us, that is the real motivator, such as the
personal satisfaction of achievement, an increase u
self-esteem, etc.

‘e

El{lC _ Lo, : -

Aruitoxt provided by Eic:

B. The reward may be thought of as being of two |

" second is intrinsic, or what the"individual gives to -

S

o concern for work motiva-  “that-the work itse{f that an individual does is hlghl)’ -

’

Special Actions



« KeyPoints * - . _Content Outline - .7 . Special Actions

. . ) ' . ,
- Herzberg’s motivators. ~  “According to Dr. Fredenck Herzberg, a Welld(nown. o '
. - .~ authority in the field of employee motlvation, there ) °

are several .motivators: common to all jobs and
employees. These motivators ranked in order of their

- ,  importance are: o \
‘ 1. Sensé of achievement . g Write these on the black-
. . o , . board as they are listed ot
) ) 2. Eamed recognition : - show a transparency (#9)
E o oo o of Herzbergsmotivators
\ 3. Interest in the work itself .
. 4. Opportunity for growth T " , !
5. Opportunity for advancement
6. Impo"rta'nce and responsibility
K S ‘7. Peer and group relationships )
’ T : 8. Pay - ' )
~ : 9. Fairness of the éupervisor
10: Employér’s policies and rules
1. Status
v . o ",,-12fr Job'security 5
PO C 163 Friendliness of the supervisor
1'1'4. Working.conditions'
* Barriers to job design ' A. Theré are barriers to achieving greager produc
for motivation. tivity through motivation, however. Most are of an )
' organizational nature, for example: the technology of y
the work, physical condltlons, organizational arrange X

N "~ ments for mass production; and the layout.

B. Attitudinal barriers may also be, present such as
indifference, unwillingness, and ° mlsconceptlons on

the part of management and employees. ——
¥ C. Ineffective communications for einployee under- s
é,,,y standing and acceptance of management’s intentions, N

mistrust and concern about management practices .. .

may also arise. In addition, bear in mind that: R

1. Not all employees want larger or more '
challenging jobs. There are people who are content '
with repetitive jobs artd close ccsntrols,

2. Some persons have job néeds that center
primarily on salary, and working conditions. - {

r . . \




ey Points . - |

~ /Guides to effegtive job
| design for motivation'
i

.y

.Workshop in job enrich-

ment.

Y
-

Conteqt Outline o

Xports of management that have expenmented Wlth
. various job design techiniques to date have not

. nched job)

resulted in any clear-cut and foolproof' way to
effectively carry out job design for motivation. There
simply is no pat answer. However, enough general” .
conclusions .can be drawn to suggest the following

approaches: . f :

1. A job should be a complete piece of work.
That is, the responsnblhtnes are clearly defined and the
employee carries the task through to.a natural
finishing pomt

2. A job must pem}dt a high degree of decision-/
making, naturally, within the limitations of th
employee’s capabllmes and the assignment itself. 7

3. Employees need to receive frequent and dlrjct
feedback on their performance from both supems ry
and non-supemsory sources. ~ . .

~

in their ]pbs If hygiene needs are not beipg met, job

/

/

/

4. Attempt to assess the motivators of empl yees

redesng?/for motivation will hkely have litfle impact. ,

A. Have the partlcnpahts review the case sfudy in
work groups for about- 15 minutes. The purppse is to

-identify those areas where job enrichment js neces-

sary and to recommerid what specnﬁc actioris should
be taken.

B. During the next 15 minutes, obtaln/ feedback
from the groups on both the advantagés and. dis-
advantages of their recommendations and review the

factors suggested for consideration below

C. Although there is no one solution tojthe problem,
there -are several' areas -where changgs should be
considered: -

N ’/
1. Assignment clerk - Is this d hecessary posi-
t10n‘7~ ) Ve e /" .

2. Verifiers — Is their function ,6ne that is best
left to keypunch operators themselves? With what
results?

3, Keypunch operators — (cwrrently an ‘unen-~

: 1
Could they do thelr own ve/nfymg" .
; r

b. - Set their own priorities?
c. Inspect incoming work to insure legibility?

d. Return illegit;le work to originator?

L , 0
B - O

 Special Actions
: / _'\

/“ .

ighlight on the black-
oard.

i

-

Distribute Handout #10,

“Case Study in Job =
Enrichment.”

'

Use blackboard to high-
light groups’ findings.

a
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OBJECTIVE:

<@

LENGTH OF MODULE: 1 hour and 10 minutes.”

-

* Module 8
J

Organizational besign Above
the Non-Supervisory Level

To infofm participants of the position‘management implications of broad work organization

above the individual worker level, touching such ma}efs as organizational layering, fragmenta-
tion, etc. ' [/ - .

: ?

.

i\

. INSTRUCTIONAL METHODS: 20 minute presentation. Y

I a’ '
20 minute workshop on pyramid case.
MATERIALS USED: VA Circular 00-7640 ;o f"/
a
Handout #11, ““12 Hazards in Organizing” ' ) :
i’landout #12, “The Sliced-Up Card Punchers Case” '
Handout #13, “One Solution to the Card.Punchers Case” . LT
Handout #14, “The Pyramid Case — Part I ¢ -
| .
! i ié‘
. Handout #15, “The Pyramid Case — Part 11" i . ‘
-Key Points . Content Outline v Special Attion (
. L
Organizational structuring A, A positive position management program ex-
above the imdividual tended to the organization of work above the
worker level has impact . individual non-supervisory position is imperative. .
{ on the effectiveness of
position management. ' ) : ’
‘ B. VA Circular 00-76-4Q pGints out that the positioh
management system should ‘identify, prevent, and
eliminate such common faults as: ) J .
1. Duplication and overlap of effort. ;
2. Unnecessary organizational fragmentation.
’ 3. Excessive layering.
4. Excessive use of deputies, assistants to, and
special ass)istants.
5. Less thgn the optimum delegation of i .
authority. .
Principles and theory A. Broad structural framing brings into play or-
come into play in organiza- ganizational concepts, principles, and theories. This |
« tional design above the subject has sufficient breadth in itself to constitute a
worker level. - separate course. )
L] ) )
(VN 27

30 mioute workshop on c3rd punching case, with last 10 minutes reviewing,

answer sheet and group responses. .
A -



Key Points . : - & - Content Out‘line‘ _ v Special Action

B. It is a specialized figld of practice by management -
experts, industrial engineers, and the like.

The definition of A. Organizing is defined as “forming into a whole,
organizing is pertinent to consisting” of interdependent -or coordinated parts, -
consider. - especially for harmonious or united action.”

B. This definition certainly applfes to what.we have
been considering up to this peint in orgamzmg”'
parts of a job —work operations, tasks, duties, etc. —
to form a whole position.
~Applying the definition A. Organizing above the individual ‘worker level
to organizational strukc- brings a great many considerations into play.
turing above the individual °
‘worker position. N
/ B. Whl]( no means complete, this includes such “Use blackboard to itemize,
matters as: and have participants
suggest additional items.

* _ L. Subdividing the mission activity into its several ) .
< . distinct fupctional parts to form primary- “line”
', . organizational elements. ' ~

2. Determining the support and “staff”” manage-
ment functions necessafy for effective mission

accomplishment by the “line” activities. . o, :
] . T ) R . ’ oy
: , 3. Determining the proper division of aut¥ority

and responsibility betw%en the. “line” and “staff” oo
activities, particularly whese the latter will exercise

. - ¢ form of control as an extension of the arm of ~
' , - top ryanagement. : . s

g ' : 1 .
' ,1.2* Based on the volume of work and required size \
f‘?’of work force, determining.the number of mapage-
ment levels needed in the vertical structure, and the
number of organizational elements at each level in the
horizontal sp):aad followmg concepts and principles
on “span of contol™.

5. Deciding upon the pattern of delegation of
authority and responsibility down the vertical or-
ganization structure (i.e., the degree of independence
and authority, and the limitations and controls at
each successive level' of management from the first
level to the top among all of the functional line,

support and staff activities).” :
Organizing pitfalls have A. Principles and concepts of organizing developed
been identified over the from study and experience are w1dcly available in
years. - modern management literature.
4

-

v
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ERIC

Aruitoxt provided by Eic:



o Span'of control and-

number-of management
levels, -

&

+

14

Nt
i
oy

&

Mtustrate points made by
. workshop activities.

Workshop on span of
~control, -

/

Workshop on
organizational
layering.

Organizing”. -

‘- ' Y

Content Outhne .

s

B A good abbreviated text on the pitfalls in various
organizational patterns is the article “12 Hazards in

3 -

C. Re\dew the article with 'the

pagticipants, making
. comments and responding to qu tions as appropri-

ate . .,

v (O

A. . The supervisory or management burden for effec-
flve direction' and control .of -an organization is -

i ce

Special Action - -

directly tied to Hazards #l and #6 as reviewed in

“12 Hazards in Orgamzmg '

B. This burden is the basis for the establishment of -

supervisory positions. If there were some effective
means of, measuring this' burden, top management

. ‘would be better able to determine the correct number

of supervisory jobs needed to effectively manage the
organization, anid thus the proper ratio of managérial
to production workers (as called for in Paragraph
3b(3) of the VA Clrcular)

c The management or supervisory burden, and the
consequent number of supervisory jobs established,

" directly bears upon the span of control (the number

of individual workers under the immediate direction
and control of a supervisor), and the number of
mane@gment levels established (the number of
distinct, management levels vertically from the first
level of supervision up to thev top management
official).

- A. 'Have work groups develop revrsed organizational
charts for “The Sliced-Up Card Punchers Case.” Go
dver the case to be sure participants understand and
thén allcx‘w 20 minutes to complete.

B. Obtam feedback from the groups on their
proposals. Review the*answer sheet and respond to
questions. Again, ther¢ are too many unknowns for
there to be only one solution tq the problem.

A. Have participants work independently ofi the,
Pyramid Case, Part I, to illustrate the problem of
organizational layenng particuldrly as it puts pressure
on job classification to have positions at each
successively higher management level classified at
least one grade above that of the next lower level.
Allow about 10 minutes.

s .
r? ~. !

(U

\o

T '

Distribute Handout #12,
“The Sliced-Up Card
Punchers Case.”

Distribute Handout #13,
“On% Solution to the
Card Punchers. Case”._

Distribute Handout #14,
“The Pyramid Case —
Part ™.

<y

Al



‘pKey Points .
e

K

v 3
L4 33

tion grading ‘they cons:der pr\p}r up to
C. Have partxc/p\ants work on Part I1'of the case for-

- 5 minutes. This in effect is an,answer sheet in ‘the
. sense “that the reorganized activity. results in the

ContentOuthne L 3

B Obtam feedback from the class on the classnﬁca-'
th€ top ]Ob

participants reaching a lower grade level classnﬁcatxoﬁ

- copclusion for the top _]Ob It should'be pomted out /-

that the job essentially is unchanged -and is the samé

in relative difficulty and complexity under. either E

organizational plan, However, the first plan appears

'to dlctate higher classiﬁcatlons than the second plan

D Obtajn reactlons of parucxpants to Part II of the
case study.

Specml Actlon

Use blackboa{d to record
conclusnons

. Distxibute Hand(\ut #15,

“The Pyramid Case —
l?art | | oo

kf';
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'OBJECTIVE:

INSTRUCTIONAL METHODS:!

Key Points

The need for balance .
between (1) actual
positions and employment
and (2) the kind and
level of skills and their
representative proportion _.
within the agency’s

. work force.. '

L

Imbalances occur as
" Fedeéral programs® .
change, technology ad-
. vances, and for many °
other reasons.

.

L NGTH OF MODULE 80 minutes. ‘ . ' -

LS USED: Handout #16, “The Case of the Undone
Handout #17, “AnSWerko the Case of the Undone Engineers”

L3

Module 9

s . / Adjustlng to Posmon and Staffing Imbalances

. and the Impact of Labor-Management
N Relatlons on Position: Management

. 30-minute presentation anﬂl?cﬂssi@n;
' 30 minute workshop.
20 minute review of workshop

ngmeers

L)

. Content Qutline
A. In Chapter 250 of the Féderal Personne] Manual,
where personrtel management is defined; it.is pointed
out that the term commonly may be referred to as

“manpower management.

» o

B. In this context, personnel management extends
to determining current and projected manpowet
needs, the assessment of current and projected
manpower resources, the.identification of imbalances
betwgen actual needs and resources, and developing
management action plans to bring about and maintain
acceptable balances.

A. Programs in the public service, and the organiza-
tions e?;blished to implement them, are constantly
in an-ev¥lutionary state. Change is the hallmark.

B. The technolog¥ of work in many of the occupa-
tional fields within the VA changes and advances at a
phenomenal pace. :

C. Thus, management’s organization for work tg be
accomplished — in the formal sense concerning the
organizational 'stggacture and the established position
or staffing pattern - is going Yo have to change to
keep pace with the change in the nature of the work
itself.

D. -Management musy be alért to keep the number of
jobs by occupatlonal type and level of work con-
sistent \Mth the actual resources, that is, the persons
employed by job classification, so as to avoid
imbalances. The job is never ending, and imbalances
are going to occur. However, managemen)lcann

afford for this to get out qf)ha,nd /)

Ul"‘

,“\:

|
i
1
. |

-

ton

a

. Special Action

_Ta prov1de partncnpants with insight concemmg the evolvmg nature of VA _programs and the

. _ frequent result of making organizztional structures obsolete and producing staffing imbalances.
' Additionally, participants are to learn about ‘Ways to minimize these imbalances and the

potential labor-management lmpllcatlons of corrective actions., :

Cite spécific examples of

changes in programs and
technology that have
affected the local

station,

-

Sy,

4

31



S '«KeY.PO'fli:ts' A Co o o R Content Outlme — Spécial Action»
v - -+ E. Essentlally two dlfferent sntuations are notgble in- ‘ S
regard to imbalances. =~ : » o
rl E . { 'i

1L One is where the lmbalance is a resﬁl{of a Cite example of sucha - -
_ , plannéd management action. This happens, for ex- ~ change that occurred at
ot ‘ample, with organizational changes, implementation  the local station.
: of -new or revised programs, automating formerly - &
' .__rp_a»nual operations, and the ike. These situafions are : ‘ -
¢+, normally kiown about well in advance and manage- iR
* ment should effectively plan for orderly transition
with ' respect to ‘the posmon structure’ and ‘the -
employees affected
Y i N . . -
2. The other istuation giving rise t6 lm’balancé.s Cite example of §uch a
are where- changés take place gradually over a period change that occ redat -,
o of time. This is the most often’ overlooked situation, ~the local station, . T
. -~ with jobs changing .to thé point that they become
misclassified, employees are mnsassngned and where
grievances and complaints arise. :

14

‘Imhalances that ' _A. The impact of lmbalances on rmssxon accomplish-

continue Yor any ; mént is obvious. A typical result is a scarcity of
“significant period f trained employees in the kinds and levels of work
. of time adversely * that may be expanded or totally new. Thus, the
-affect mission ’ _mission workloag may not get accomplished, and .
accommishment and : begins -to backlog.-The work that has fallen off that " .
have serlous per- has occupied .other employees ‘makes them idle, or ,
sonnel management - - they are put_into job assignments foreign to their .
.. implication. " capacities, and until effectively trained, production®

suffers. If severe imbalances exist for long periods of
time, there ‘becomes a serious threat to mission
. ) accomplishment, .

B. Such imbalancés can have - impact beyond
mission, resulting in major management problems-~of
employee unrest, grievances and appeals, labor-man- B
agement disputes, and+"the like.. Without* proper
management attention, imbalances .of either sort —
resulting from planned actjons or occurring gradually g
— can sometimes develop into circumstances border-
ing on illegality or impropriety. Job classifications
(meaning work assignments)? are required to be kept
reasonably current with what employees are actually
doing. Illegal Metails and misassignments cannot be

~ ,
. looked upon hightly.
N pondightly ‘
Determining A. Current impalances may very effectively be Summarize the mechanics
current and , . identified by ongoing;- systematic review programs of the station’s annual
projecting such as the annual classification review and the classification review
future im- annual Whitten Amendment certifications. program.
balances. :
- - » B. However, projected future imbalances are best

determined through the foresight of supervisors and
line officials. In fact, this is clearly a supemsory
function and responsibility. .
e
vuo
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-

l(ey'l’oints. ‘,. SRR _ XConteni Outlme

¢ b .
Mpnagement action
to minimjze im- -

A T’he more significant imbalapces are lrkely to

balances. : v lmplementatron of new policies And procedures and

.0 v - the autqmation or mechamzatlon of activitie}, etc.

requiremerits is essential to smooth transition in all
. such situations. Afforded ample lead time, manage-
7. , L ) menk, should develop “a plan ‘of action for this
’ e traﬁsmon Personnel management operations as a part-.
' ' of such- a plan may_involve, establishing a new job
b “structure, providing developmental training for eri-

- ' i . petition "under- merit promotion procedures, and in

» : s drastic situations, planning and carrying out reduc-
N ) i» © tion-n-force actions.

) - . By Imbalances arising out of gradual change ugually

K » ‘arY{ more spotty, found at rrar\dom throughout an

. organization. Their correction .should be mmated

-whenever found through such procedures as regular

. o reclassification of jobs. Where significant imbalances

< t that have come ,about gradually are found to be

: concentrated, it ‘typically is an indication of ineffec-

. jive and poor management practices, such as

uneconomical and impracticaly job design, empire

building, and the like. These sit(Mtions more often are

most explosive, leading to labor—management dis-

’ putes, group appeals and grievances, and” Con-

gressional inquiries stemming from employee coyres-

*  pondence. It is in management’s best interest, there-

fore, to establish reasonable controls as a oheck,

thereby building in assurance that such situations do

) not arise.
Relationship-of " A. When we talk about mechanisms for identifying
. position management * imbalances and management actions to correct them,
to labor-management we have to mention the relationship of position
relatiofs. . managefhent to labor-management relations.

.

B. In many ways management and union goals in

regard to position management are compatible, such
as in providing career ladders of' promotion, skills
utilization, etc. N

C. However it must be recogmzecgthat there will be
divergent v1ewp01nts and sometimes conflicts. This is
where controls and restrictions bring about reduced
staffing, elimination of higher grade positions, and
establishment of lower grade positions to reduce
average pgrade. T‘:ese latter actions may tend to
reduce the sge of the bargaining unit, limit promo-
tion opportunities, etc., and conseq tly may not be
/ supported by employees or the uni

oy )
r)rs

ERIC

Aruitoxt provided by Eic:

Copsnderatron of the impact on manpowgr resource .

» ployees, fillihg new and different jobs through com- .

L ;“
Sbecial Action
=
& o°
B
7
13
N
J
«. -~ .‘
Y
, f
!
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CAVEAT TO INSTRUC-

TOR: Because of the very

sensitive nature of
labor-management rela-
tions, it is advised that the
Personnel Officer or a
qualifiedAabor specialist
present this material, or at
least, be available to

answer the questions that
will aris¢/

.



" - Key Points .'

Case study, -
L

34

Content Outlinegg

)
D Ask the partlcipants fOr their ideas on aspects of

conflicts mlght arise. Dlscus the pomts.raxsed by the

,partlcxpants o

A Ha'Ve partncnpants study the engineers’ problem in

-

groups and. prepare answers to-the four.questions.
Allow about 30 minutes; This case study rllustrate§
the ponnts covered in the presentatlon .

B, Obtaln feedback from partlcrpants about their
answers to the case study .questions. Allow about 20

.minutes in discussion of vanous proposed $blutions to

the problem

AJ

Specml Actron \/

e

. List parﬁmpants matters
position: management. which. they consider would be
compatible with union interests arid those where -

of agreement and disagree-
ment on the blackboard.

1] -

'Dlstnbute Handout #16,
. “The Case of the Undone
- Englneers

»
. . ~ s
)

Distribute Handout #17,

“Answers to the Case
of the Undone Engineers.”



~ Modulé 10, ' <5
. . . ‘ . < . I - ) : . )

’ ’ . Developing a Plan of Xctlon to - ‘ R .
Attain‘ Position Managemen_t Objectiv‘es R, ‘

A . . . i
- OBJECTIVE: To provide. the parthlpants with knowledge concerning a systematlc managemen't appreach to .
: position management, through establishing overall- ‘objectives, accumulating pertinent data
- . related tosthese objectives, and on thése base$ settmg forth a management plan of action to '
“ - attain the objectlves v

" LENGTHOF MODULE 40 minutes+ o :

] v . .

4

- .' INSTRUCTIONAL METHODS 15 minute presentation and 25 minute worksfop e

MATERIALS USED Han dout #18, “Position Management Checklist’} '
. Hanr?out #19, “Organizing fo DeveIop aPM PIalLot'Actlon "

) Transparency #10 *

yooL -

-~ ’ v

Key Points Content Outli;ké Special Action

VoL b

Position management A. Effective posmon management does not Just
’ can come‘abo,u;('only happen as' a matter of course in the process of
with conscious manage- = management. Insteads there must be specific manage- . .
’ ment attention. ) ment attefition directed to the ma?er
B. Such attention mvoIves essentially several steps:  Use transparency #10 to
. ) | highlight these steps or
: . Setting position managemen& objectives; write them*on the black-
- . Eo board.
2. Accumulatmg data fim ‘is pertinent to these
o ' objectives "to inform mar(agement of current condi-
: tions, and develop an appfaisal of how far manage-
‘ment must go to reach t% objectives; . .
3. *Setting forth a specific plan of actions to be .
taken that will attain the objectives; and ‘ ;

oo . 4., Maintaining™ appropriate ¢ontrol to measure
" progress in reaching the goals-within specified time-
frames and, also, for manag¢ment reappraisal of
alternate courses of action as conditions change over. LT
time. ’ e

position management determination made by the responsible management
objectives. official op dfficials of just what is intended to be o
’ accomplished through a position management pro- N
. gram. Throughout -this course we have mentioned
several basic objectives, such as meeting average grade
and employment goals, structuring jobs for maximum
skills utilization and career progression.

*Determine the desired A. For effgctiveness there must initially be some . e

,\ B. ile these objectives are not exclusive of one
angther — since there is a high degree of overlap and

utual support — having the objectives clearly set

‘ forth is crucial te the next successive steps in the

/ process.
/ 20
35
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ERIC

Aruitoxt provided by Eic:



Key Points -

Dita must be ,
accuimulated that

w7, is pertifient'to < .
¢ the managemefit /
objectives.
o
N
~ » » -

o
o

Considering the data’
accumulated in relation
to objéctives, alternate
possibilities may be
proposed to form a
plan of action to meet
objectives.

Continuing attention
«  of management is
necessary .,

Workshop on organizing

to develop a pian of action.

36

O

ERIC

Aruitoxt provided by Eic:

Contgnt 0utliné !
A. For anagément to properl determme courses”

" of actions to take, it is necessafy that -complete
pértinent factual data be at ‘hand. Certain®statistical

_ data is readily available. For example, current em-

ployment’by. grade level can be easily obtained for a
determination as to how far management is away
from stafﬁng ceilings and average'grade targets.‘
B. Staff and line officials are equally good sources of
the variety of factual data for management considera-
tion in -deciding upon ‘alternate ‘courses to follow
toward achrevu‘tg position management objectives.

*
C. A systematic approach.to the development of the
data can be through a farmal plan of fact gathermg,
by questionnaire, checklist, or other means. A sample
checklist that is pretty thorough is shown in Handout
#18, “Position Management .Checlist”. Review this in
highlight form with participants, responding to their

‘questions and eli¢iting their ideas for rmprovement of

the checklist. ‘.

A. Staff and line  officials working inde‘[‘Jendently

but' in cooperation, working together as a task force
1. cOmmittee, or by any effective. management

- 0 ’
~ n-,' ¢

Specral”Actron N

°

1

Distribute Handout #18,
*“Position Management
Checklist”.

arrangement should methodically congider the data -

in relation to the management object?ives set and
propose acfion to attain these goals. '

B. It is desirable to identify alt?rnate possibilities

" where available so that top management has flex-

ibility as to.what actions will be put rﬂ/motlon.

. N :
A. Once decisions are made as to the actions to be

undertaken for meeting objectives there needs to be"

some reasonable control for assuring that progress is
made. in keeping with the timeframes set in the action

plan. Vo

. B. Such oon'trol also serves the purpose of taking

stock -of ohanging situations with respect to work
programs and priorities and reflecting the effect
earlier actions have had on the organizational situa-
tion. Thus magagement may reevaluate and follow
alternate courses™® conditions dictate.

A (,rve work groups about ’Q minutes to draft a
brief plan of action as called for in Handout #19.

B. Examples of the kind of station-level objeettve
the groups should choose are:

(1) To seduce average grade on station 6;‘ 1/10th
of a grade! '

r) “

o

Distribute Handout #19,

*“Organizing to Develop a

Position Management Plan
of Action.”
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) Conterlt*Outline ’ R

(2) o reduce statron staffing by X posmons
. o
(3) To combme sybumts in an admmlstratwe
service or division, thereby ehmmatmg duplication,

- reducing manpower, and s1mplrfy1ng operatrons
N v

(4) To ‘provide stafﬁng for.a new, medrcal umt in

a,haspital (mthout an ‘increase in - the -station’s ETP-,
celllng .
C. Revrew group plans; stressmg the roles expected
by ‘the. group of each management ofﬁclal involved;
the sources for the data required;:and the approach
descnbed for working toward the’ objectlve

W

vy

I

~

SR

Special Action  * -
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A Position Management Committee Workshop
i OBJECTIVE: . To have the participants demonstrate by workshop activity some of the concepts, principles,
L B dpproaches etc. they have gained in the course.

LENGTH OF MODULE:
e

INSTRUCTIONAL METHODS:

L

"MATERIALS USED:
. Key Points

Instruct thepar-
§_ticipants abolut the
workshop.

Workshop activity

- Workshop resutts

Lo

R ¥

18

ERIC
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a

1 hour and 30 minutes.

The entire session is a workshop. The first 5-10 minutes is for review and
explanation of the workshop to the participants. About 45 minutes should

be allowed: for the work groups to complete their assignments and the re-
mainder of the time spent going over each workshop part, discussing group
actions, and tabulating the ﬁnal results to see il “management’s” objectives

have been reached. s

Handout #20. *The Case of the Over-.Su"pplied Branch™

P
J Content Outline;

L e
A The workshop material should«first be reviewed

with the pamcnpdnts SO they understand fully what is
to be done

B. Have participants separate the handout into three
parts. The first and second sheets provide a raw
organizational and position structure, information
bakic to the problem. Next, there are. several sheets

t8gether t set forth the separatg problems that are
. p

to be dealt with. The last page is a summary sheet for
entering what the results would be of taking all the
actions as proposé by the work groups,

“ * H o
Divide the dlass into six work groups (“subcon-

mittees™’) and assign two of the parts ot the case
study toeach’ (this will “prgvide two  proposed
solutions to each part for discussion). Allow 45
minutes tor the groups to study and resolve then
parts. ‘
D

A Discuss cach”part of the workshop separately |
giving the spokesmen of the two “subcommittees”
assigned the part an opportunity to present the
conclustons of his or her group.

B. As cach part of the workshop is covered. the
mstructor should provide comments. Where ecrtam
groups may have evidenced some misconcepts or used
mappropnate  approaches.  the instructor  should
furmish explananons. iy .
. At the conclusion of the discussion on the last
part ot the case study. tabulate the results on the
Sumimary Sheet to see f the subcommitiees have
achieved the objectives set out for the station
Position Management Committee and solicit com-
ments on the outcome from the class.

=

»

Special Action

Distribute Handout #20,
“The Case of the Over- :
Supplied Supply granch."

Diagram the Summary
Sheet on the board,

Record actions proposed
by each group on the
Summary Sheet on the
blackboard.

Tabulate results.
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Key Points o . ., o ‘ Content Outline ‘Special Action
. i - . \ 1
Workshop solution. . While the followmg are not the only possrblersolu
, ‘tlons to the case to attain the management obJechves
they are reasonably accep-table o X . ‘
Part I < Organizational Corfs‘olidatioﬁs ‘. B & : @ ’
a8 R

1

The information presented suggests that therc be organizational consohdatlons to reduc/e({he ‘nine separate
sections of the branch down to only five. These would be, specifically: Y .

>

" ® Consolidate into one section the present Inventory Management,\Prowsromhg, and Printing & Forms
Supply Managcment Sections. : ' :

.

® C(Consolidate the Storage Facilities, Storage Management, and Packaging and Preservation Sections.

N

. Besndcs these two ,resultmg sections, there ‘would then remain, addmonally, three others: .the Catalog,
Administrative and Propegty Unllzanon Sections. 7

B;these consolidyipns it is reasonable to consider the eliminatior-of the following supervisory positions:

The Provisionj 18 Section Supesvisor, GS-2010-12 . o .

.

The' Printing & Forms Supply Management Secnon Superv1sor GS- 2010 9 . )

Thc Storage Managemem Section Superv1sor GS. 7030 12

The Packaging & Preservatlon Section Superv1sor _|0b should be redesngn'ated as essentially ‘a non-supervisory
position. ~ , .

\. o

" The results of these actions: 4 supervisory jobs eliminated, 3 posmons dnd employees eliminated in overall

staffing, and 33 grade points cut from total.

Part Il — Improved Spans of Control
¥
The spans of control %re subject to improvement as follows:
® Reduce the three GS-2050-11 supervisory positions in the Catalog Section down to two.
® Reduce the three (GS-2005-6 supervisory p()SlllonS/i"n the Property Utilization Section down to two.

® Eliminate one or"he two (GS-3010-11 supervisﬂy positions in the Inventory Management Section. _A

® Eliminate one of the two GS-2010-7 supervisory.positions in the Printing & Forms Supply Management
Section. o=

The results of these actions. 4 supervisory jobs eliminated. 4 positions and cmployees eliminated in overall
staffing, and 35 grade points cut. ‘

Part “,' -~ Correcting Engineering Unit Organizational Problem

Largely, the organizational problem is corrected by the consolidation of the Storage Hulmes Storage
Management and Packaging and Preservation Sectionsinte a smgie section. Likely there would be established
separateinits, for storage management and for pueking and preservation. Continuing the Ln&,mecrlng Unit intact,
under the overall guidance of the one section suvcrvrsor would solve the problcm of the unit having formerly
served three separate section supervisors.

2

P

2
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Keeping the engiheering staff combined in a single work g:oup'f_would appear most desirable, as opposed to**
spreading them to the three separate functions. This provides for bétter position management in such respects as
the career ladder, better utilization of skills (since likely the engineering projects vary in level of diftjculty), and
there is better facility in matchingy manpower resources with any fluctuating worklo{ads among the different

functional engineering assignments.

v L.

¢ B

.o 4 :
Part IV - Improving Pesition Structure to Eliminate Job Dilution : .o .
. » N . L. »
The facts givénjlunder this part indicate that the staffing in the Catalog, Property Utilization and Inventory
- Management Sections is too rich at the GS-9 level. Based on the fact that in the three sections about an equal
amount of work is at both the GS-7 and GS-9 levels, it is obvious that a more balanced staffing would be brought
about by having fewer GS-9 posftions and more At the GS-7. Adjusting the staffing in these respects in the three

sections as follows would be appropriate:
° Cut"’a{log Section: rt’?du_ée the GS-9 positions to six from nine.

~® Property Utilization Section” reduce the six GS-9’s to four.

./ @ Inventory Management Section:  feplace at least one of the G$-9 positions with a GS-7.
7 ) , Co
There would be no overall staffing reduction by this job redesign and restructuring, but a total of six GS-9
positions would be reengineered down to the GS:7 level, thereby producing a savings of 12 grade points.
To the extent this can bd accomplished by attrition, this would be best% Howevet, considering the turnover data, K
it is likely that correction &f the imbalance Wil have to be handled by more drastic measures. : C
) , b . o - .

& S . - . &, E ' <7

Part V - Lapsing of Vacant Pasitions . . ’
From the data provided, management mught reasonably expect vacgncies in the lower gr_adcs.uplﬂ)mugh GS-5
~over the next fiscal year 1o look like this
AN
GS-2/3 =5 6S4 =3 GS-5=2
It appears that at the most. based on the migsfon need to fill two of evefy three vacancies, management could
lapse only threc positions Probably the best plan 1s to think in terms of lapsig two at the GS-3 level and one at”
the GS4. This would w‘&lucc the overall staffing by three positons and save 10 grade points. :

) A ) '
Managgment would hot Ye wise to lapse any vacancies among thc_ Substan tive positions at grades GS-7 and GS-9.
[talrcady factsa serious/problem in effecting an nnpmvemgz_l in the balance between-GS-7 and (S positions
due to fob dilunion as revhewed in Part 1V above. : )

’> . “
-Part VI Lower Entry-Level Hiring in Filling Vacancies @
v Al ' . “
Magagement should certamly consider lower entry-level hinng as a means of assisting in attainig the reduced
average grade objective. It would seem reasonable to predict that imanagement would not suffer greatly by al least
requiring lower entry-level hiting on(half-of the positions filled in the grade range up through-GS-S0 18 this was
. Justatthe nextlower grade. there would be savings of from 3 to 4 grade points ! .
Pl ! - . ' . P
? * 1 -
. , w
! A .
, 4 v
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: Module 12

Summary and Conclusions

L N Lt
OBJECTIVE: To give participants a short recap. of major concepts and techniques covered in the course and

provide a closing Question and Answer session.

LENGTH OF MODULE: 30 minutes. *-- o
INSTRUCTIONAL METHODS: 15 minute presentation.

7 I'S minute Q & A. ‘ ;
MATERIALS USED: Handout #11, “12 Hazards in Organizing”
Transparencies 2, 3,4,5,7,8,9,and {0

Key Points Content Outline

A. Cost to benefip considerations

Summary of principles
and technigues. . .
o . a. Fac‘ors to considey in position planning.

b. Qucs?ions a position manager needs to ask.
B. Job analysis
; . a. What is it?
/) Nb. Why is it impnrlaht?
¢. Howis it done? ‘ .
d. What does a Task Stqt\cr’ncnt say”?
€. Jobdesign® five rules o
D Employee motivation as o consideration n PM
. a. Kinds (intrinsic vs. cxtpnm)
b. Hcr/.hérg‘s Motivators
E. Considerations in structuring an organization

v

h;.. a. Determuning hime v, sttt functiors
Vd

-

b Determming prope; number "ol vertical man-

! agement levels and a manageable “span ol control”
, torveach.
¢ Deciding oo the pattern of  delegation of
authority » .
. . Foo Position and statfing imbalances
a. Kinds (resulting trom planned management
action vs. taking place over tiune).
.
. A
- 4 J
(4] . -
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Special Action
Transparency #3
Transparency #4

Transparency #5

Transparency #7

Transparency #8

Transparency #9

Handout #11, 12
Hazards in Organizing™

B



v .
Key Points Content Outline - Special Action

b. Consequences of imbalances for the manager.

c Ho‘w to identify. e

r at e

G. Planning for corrective action -and to attain PM
objectives ' Transparency #10

a. A plan is necessary.

Nl

b. Essential steps: »
i (1) set objectives

(2) gather data

(3) develop an\ approach

' (4) maintain controls .
-~ - v Q‘t
(5) assess outcomes ..

. [ 2
Q&A - . Open the class to a discussion of any final questions.
Closing Re-emphasize the need for cost-effective position )
management. * Transparency-#2
/ Ve
\ \}’
S ,

e
o

ﬁ
1)
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. AN s ‘
17 “COST-EFFECTIVEFOSITION MANAGEMENT"

v

Advance Reading List

is

" The follo_ﬁng references and the attached reprint should be read by each course partlcxpant before the first class

meeting. They are available from your Personnel Office.
JFPM Chapter 312 Position Magag,ement
'VCSC Bulletin-250-7 Review of Position Mar%agﬁement and Classification Systems ° ’
VA Circular 00-76-40 ) Egsiﬂti;onYM:inagement ’ :

) . Suggested Additional Readings

-

Cole, John D. R., “Why All the Fuss Wbout Position Management and Clussification?”’, Civil Service Journal,
July-Sept, 1976. -

. Hampton, Robert E., “Stretching the Mangpwer Dollar,” Civil Service Journal, Jan-Mar, 1975.
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’ - N ‘An Excerpt from .
> - . Position Management: A Conceptual Framework .

for Personnel Administration®

.

’

: by )

Jay M. Shafritz, - '
and

Bruce A. Petty

Position Management Defined : z : i
Position Management, by suggesting a logical and orderly means to approach the orchestration of an
organization’s h man fesources, is an invaluable aid in defining and resolving personnel problems concerning
. employee motivation,/ productivity, job design, morale, and a variety of relatéd problems. Overall, pesition
management is a useful rubric under which to hang the array of information on the work situation prowded by
the behavioral sciences. Specifically, posmon management calls for the analysis of an organization’s work to
- assure that it relates meaningfully to the™a, agency’s mission; and for the making of decisions on organizational
structure and job design that will insure the most advantageous :‘((;,of the organization’s manpower. One must
beware” of thinking of this as simply arranging for the most efficient’use of the workers in the tradition of the old -
- scientific management schdol of thought While a procedure may be the most physically efficient means of
accomplishing a given task, other factors such as internal motivation and peer group pressures have long been
shown to be far more influential in determining eventual output. A modern position management purview take‘s
into account @il of the ex1genc1es of the work s1tuat10n .
; . .
As a conceplutal tool, position management permits a manager to thmk dnagnostlcally about%‘rsonnel resource
" problems. By edamining a problem situation — in th light of behavioral findings on organizational dynamics o¥
.with the aid of a behavioral consultant — the managr can perceive a logical course of action. The public sector \j
has long’ been exceedingly good about the “hygiene” factors of the work situation — working conditions, salary,
vacation; sick leave, etc. Now with the advent of militant employee unions, this seems to be an ever increasing .
trend. Correspondingly, however, the public sector has been grossly negligent about the motivational aspects of
public employment; perhaps naively assuming that patriotism, civic pride, or party loyalty would compensate for
managenal skill. ,

Too often personnel problems are resolved by the simple expedient of hiring more employees, instead of
looking at the root causes of low productivity and its attendant conditions. Such administrative sloppiness can no
longer be tolerated in the face of ever more common budget squeezes. Recently, a congressional commission
proposed legislation that would allow the federal government to contract-out previously in-house manpower
functions if they could be performed more economically by outside private sources. This is possibly the beginning
of a trend that will see large groups of public employees literally competing with the private market for their jobs.

* Increased productivity by public employees is not only the way for them to-achieve true job security, but may be
this nation’s last great untapped source of public revenue. The only way to tap this source is through increasing
the motivational qualities of government jobs via a position managenient program.

How Does Position Management Motivate Employees? (
"While it is-necessarily concerned with manpower planning, staffing.patterns, and career lines, the essence of a
position-management program is job design. Its most basic strategy is to design jobs that are self motivating and
.create work situations where the ecmployee is both more productive and content to be so. The pay-off for a
successful program js obviously enormous. Not only does productivity go up, but turnover and absenteeism go
dramatically down. The game lies in blending the tight mjx of organizational structure and work assignments into
n intrinsically motivating situation. Employee's motivated by the nature of their work tend to be more
ZJIOdUgtIVC than those motivated merely, to retain their jobs. Obviously then, an organization achieving its mission
< ‘ ' ' v . . \
o r . . N N

*Good Government, publication of The National Civil Service lLeague, Spring 1973, vol 90, No 1, pp 20-24. :
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1 ' ‘d . ‘ ) ) ; . \ ) .
witf{ X mumber of employees inotivated merely to retain their jobs can acljieve that same mission with X minus Y
number of highly motivated employees. The gssential fask 6f a position tanagement program is to create work
situations that enhance the motivational q}lities of the work itself. This has proven to be an exceedingly
successful tactic in many of the largest private corporations. . . !

A posi_t/ion management program, having to constantly cross the many jurisdictional boundaries in a large
organization, is of necessity an interdisciplinary undertaking. Neither the personnel department nor any given line
division can possibly have within itself all of ‘the dis&rate skills essential for a comprehensive program.'Even the
most sophisticated job design authority cannot tefl a supervisor of technical experts how to best organige the’
tasks for which he is responsible. Thus the role of a job design expert if frequently restricted to that of an advisor.
Task design considerations must obviously be subservient to technical constraints. The maost competent a)
experiencéd job design expert is helpless without the active cooperation of the line managers. Even if the job
“—~~ under study required only elementary and easily mastered skills, active line management cooperation would be

just as essential because the successful implementation of any new work procedures is almost totally dependent /
upon their cooperation. The personnel department can beg and cajole, but unless line managers are edthusiastic
about d program, it has no practical chance of success. In recognition of this reality. the team approach to.
position management has evSlved as the best means to mobilize an array of skills to hoth tackle a problem
situation and to elicit the cooperation of the formal as well as the informal influences upon the organization’s
effectiveness. A position management program creates the formal situation wherein an interdisciplinary effort is
not-only feasible, but legitimatized as well.
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Harldo.ut #1

; ' The Concept of
Position Management

From the list of statements be'low, put a check beside those that you feel have something to do with “position

management”’ . N ‘
2 . L
- the work assignments of employees
workload forecasts , ‘ (

career development opportunities
abolishing jobs e
hiring people ™~

getting the best job done at the lowest reasonable
cost

— inétallation of labor-saving"equipme_nt
\ ‘,‘ﬂexitime” J
4
{__ streamlined work procedures
——— availability of funds and ceiling /
—— high turnover
— line vs. staff
—— conditions of the labor market
—__ setting up/l cost-effective organization

Upward Mobility

<
(-
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Hvandout #2

[

s 7 : The Widget Production Plan

il

The purpose of this \zorkshop is to consider possible alternative organizational arrangements arrd to identify on a
".cost to benefit basis the relative advantages and disadvantages of each. :

Ry

Assume that a small orgapization is responsible for making widgets. There are three parts to be fabricated by
stamping, filing, and borirlg, and then assembled to form the widget. Making the three parts and their assernbly
represent four separate fu ctlong each dlstmctly different, but of equal importance and each consuming an equal
arhount of time.
.

The organization is authorized 16 workers and one supervisor. The supervisor cgn organize the work among the
16 employees in a variety of ways, but for the purposes of this workshop we want to consider three particular
work organization plans illustrated on the reverse. Each work group is to analyze the three different
organizational arrangements and identify for each as many advantages and disadvantages as possible. Do not
confine your considerations to personnel management matters, but also consider other aspects of the plans, such
as equipment and materials, productivity, quality control, etc. Your group may make whatever assumptions it
likes about the “widget” (size, nature vf materials, tooling necessary, etc.), but keep in mind that the work
arrangement under any organizational plan doc. not alter the job classification or skill level.

After you have analyzed the three differ:* +1\»ngement: last choice as the mogt
e/ffective in cost-benefit terms, based on . : antages w. v ocausantagy

s



’ ‘ ’fhe three different Wc;rk organization plans or anm for ;;rt;dt'lction of the “wi‘dget” to be considered’
-are: | : - .
Each emplo;l'ee perforfs . Each emplo;l';.e specializes | ( Fourlemp{cl)lyees act as
aclcl) ‘t;?l;l; toe;s)e;:/trilo‘:lxisdzr;? in Orlx)e; g:, gtt:;vridget - team to produce widget
1. (c)«p) . \ 1 2
2 H-O-® ® ® ’Q\?
'3 -0 ® ® oGy
+ OO ot -
5. (A-(BC) " -
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¢ Handout #3

.

. . ..
' ANSWER TO WIDGET PRODUCTION PL%N WORrKS'HOP ’
2 . { t

Below are a number of advantages and disadvantages for the three different work organization plans outlined in
the workshop. This is not a complete list, but a representative sample. Depending on the number and significance
of all the advantages and disadvantages identified by the different work groups, no one work plan or.arrangement
can be advanced as the best. For example, this might vary with assumptions made by a work group concerning
the “widget” and factors involved in its production.

Plan |
Advah tage

Employee absenteeism has the least
adverse impact. on production.

Quality deficiencies in workman-
ship are geadily identifiable with
one employee at the finished
product stage.

Employee satisfaction and conse-
quent motivation is good by
having the job varied and with
the employee being able to take
pride in completing a finished
product.

C
9

Plan I ' ; / Plan

Advantage , Advantage
Tooling 1s only % that required Tooling requirements, minimum
und¢r Plan 1. traiging, and material distribu-
New efaployee training is confined tion and finished product

to/a ingle process, and produc- ick-up are as in Plan 11.

tivity is thus least adversely The team work arrangement may
affected by turnover. encourage team competition,
Raw materials distribution . and proving beneficial from a pro-

finished product pick-up is duction standpoint’
limited to offy four points. Work in close association with
other employees likely will min-

imize training for other assign-
,  ments and provide greater flex-
ibility in moving personnel.

.
-



Handout #4

Model J 6b Analysns Works.heet '

y

IDEN’TIFYING INFORMATION: (such as)

BRIEF SUMMARY OF JOB: This statement will 1nclude the primary duties of the job. It may be prepared in .
advance from classification specifications, job descriptions or other sources; however, it shoqu be checked for®

-}

o v ’j\
Name of1ncumbent
Otganization/unit
Title and series
Date o - P ’

[N

accuracy using the thsk statements resultmg from the analysis.

JOB TASKS

What does the.employee do?

How does the employee do it? -

Why? What output is produced?

What tools, procedures, aids are invoived?

How much time does it take to do the task?

How often does the employee perform the task in a day, week month, or year"

)
-~

SKILLS, KNOWLEDGES » AND-ABI LITIES ‘REQUIRED:

What daes it take to perform each task in terms of the following?

1.

o ®

[

o

a.

Knowledges required. . .

What subject'matter areas are covered by the task? ’
What facts or Q}iﬁciples must the employee be acquainted with or understand in these areas”.
Describe the level, degree, and breadth of knowledge required in these areas or subjects.

Skills required.

What activities must the employee perform with ease and precision?
What are the manual skills required to operate machines, vehicles, equipment. ur 1o use tools?

Abilitids @uired.1 ' ' v

What is the nature and,;evel of language ability, written or gral, required on the job? Are there complex

oral or written ideas involved in performing the task, or simple instructional materials?

b.

-0 o0

What mathematical ability must the employee have?,

What reasoning or problem solving ability is necessary?

Are the instructions the'employee must follow 51mple/deta1Ped 1nvolved or abstract” »
What interpersbnal abilities are required? What supervisory or managerial abiities?

What physical abilities such as.strength, coordination, visual acuity must the employee possess?

PHYSICAL ACTIVITIES: ' ‘ ' e

Descnbe the frequency and degree to which the incumbent is engaged in such activities as: pulling, pushing,
throwmg, carrying, kneeling, sitting, running, crawling, reaching, climbing. : '

i

(SN

¢
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~'Job Analysis Worksheet for Staffing Assistant

IDENTIFYING INFORMATION: -

¢ Name: .J. Smith } '} ‘ : L g
Organization: Personnel Service o : '
Title: Staffing Assistant -~ ‘ o ; : A

. - Date: 227-78 DAY T L

Interviewer: L. Jones PR

BRIEF SUMMARY OF JOB: | :
o v ' &y . '
. i 1. ' | .
Questions employment applicants in order to complete SF-171. Analyzes completed SF-171 to- determine
+ ¢ligibility for current and’ anticipated future vacancies. Refers applicants to appropriate operating officials for
interview. - : 7

|

[ ]
JOB TASKS: ' | L. ‘ “

Questions employment applicants inorder to record personal and work background on SF-171 using
procedures in gperating manuals. -

,

SKILLS, KNOWLEDGES, AND' ABILITIES REQUIRED:

¢ . .
1. Knowledges required: - Knowledge of SF-171 J ‘ T ~§ " A r
- ) - Knowlédge of pperatingmanuals. -- : :

2. Skilft rezi'di;%‘d&:%Noé]e indicated: & . B : ' | ‘ .

e { 3. Abilities required: - Ability to gather information through oral questioning.’
- Ability to condense applicants’ responses for inclusion on SF-171.

\ PHYSICAL ACTIVITIES: Sedentary. )
[ . /,.




} o SERT A Ty
’ - Handout #6
A W v R o
o7 : . Interview witha Contact Representative
. " ’ ‘
The following statements by the incumbent wére recorded in the course of your data-gathering interview. / *

“T interview applicants réquesting information on veterans"ﬁé’ﬁeﬁts — ask the appli
pertinent questions that will help to determine their problems and eligibility .

ts all the ¥
“To carry out the job I have to interpret rég’ulatiog;, policies, and make decigions ogmvproper,
forms to be filed for benefits desired. _ VA ~ )
. ' " A K .

~

“Somé _applicantS are referred to other units fpr‘@ssistance.

“Some applicants need detailed eXp}anations of policies at a level they can understand%avoid
their reacting uripleasantly over a decision. They also get advice about their appeal rights fro e.

. . v .
"“At times [ work in outreach units and visit homes of veterans to inform them of benefits available_

 to them. , . , .
. L > L
’ “l make personal appearances at colleges-and veterans’ organizations to outline and explain the
veterans’ benefit program.” o ’ e
, , | e '
i - -
N -
N L
7\\\ -
Pt (/ N .
A R
s
Qu_. “
i —

S
S~
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. Task .II‘:
Task llb
- Task Iv: 7
Task V:

ST Ss . S . ‘ A
N oSz . ;oo
; o S L‘ e ) Handout #7
A |Task Statements for a Confact Repr sentative - .
. . A PR : . - s ‘
7 . . - .

* Asks. questrons, listens to and records answers ‘on apphcatron forms using knowledge of

mtervrewrng techmques and necessary crrterra indorder to gather rnformatron from which
veteran s or beneﬁcrary ] ehgrbrlrty can'be determmed . e

L
7

Assists veterans t6 complete appllcation'fo benefits using regulatory policies as guide.

' Decrdes upon, de.sdnbes, and explams other® gencres available for clrent to contac Ol‘(?Cl‘ to
assist. ‘afd refer cliemt to appfopriate community. resource usmg worker’s kn wledge of . .

resources avarlable and knowledge of client’s needs.

&

A ‘ T

'Explarns polrcres and . regulatrons\/appropnate to veteran’s‘or beneﬁcrarys case in order to

&

rnforrntherﬁ of their status with regard to agency ’s regulations and policies.

¢

Meets with, talks to, answers questions arfd discusses .with members of college civic, and

l-veter»ans organrzatrons in order to-outline and explain veterans beneﬁts programs _using
" knowledge and experience ‘of the VAand appropriate laws.

. ) -
N o, ! . v
S ¢ . ' . - Vo

o
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vt oL . B Claims Exan]ining Case Study' ' J St
~ . Aclaims examining fusiction {nvolves, by ascending grade level of work: T

[} r

S (1) Examining claims appliéations and supporting ‘documeénts for the presence of all required information,
completengss, €tc., and returning to applicants if incomplete, ’
A L ra .

" (2)" Determining what documeatary evidence is "r'leede'dmfrom sources otherfthan appﬁ;ant, and sécuring this - ‘
evidence (claims development). ‘ . u : :

3y Examining' the claim to “determine eligibifity, entitlenfent, an
adjudlicatory action.” . .
' (4) - Authorizing.the claim w}{ich\)inil'()lveé signatory authbority to a‘ppr

I

review of the claims'file and adjudicaiion aétion.”

amount to be authorized, and taking

» - V]

e disbursement of funds Based upon a

H

'NOTE ¢ Itis usually feasible to'arrange claims examining work in any combination of functions.

The Problem - o o | s

»

.
A

b The branch has a total of 76 employées, with a pervisor to em;}oyee ratio of 1:11.66. The supervisory toad is

very heavy .in the three claims sections, with 20 rkgx@%ngage | in the variety of activities shown. The position _—
structure provides very little:promotion opportunitly. The ve‘raéi@.grade_i’s GS-6.37 and is too high in light of thé. :
evident job dilution present in the non-supervisory porker jobs. It should be evident that recruitment of q liﬁn@i B

5 ersons at the GS-6 level represents a problem. Algp, the period of training on turnover necessarily would pe lorig, =~ -

’n{d'versely impacting upon production. ‘ .

Otganizational and position restructuring represent good possibilities to bring aboutjrﬁprovements, ;Ltaining to.

"¢+ such matters as a more reasonable span of control, art improved career progression ladder, redfiction in the
average grade (with evident concurrent decréase in payroll costs), an tmproved posture in-recruitment and
placement, and reduced training costs and less'adverse impact upon production. ' ’

v

Assignment

Course participants are to develop a revised organization and position.structure. For the revisad structure, chart

out the organization by sections under the¢®branch, indicate the position staffing and grading By section, compute

the supervisor to employee ratio and the average grade resulting from the revised structure proposcd. You should
_ consider that the total staffing of 76 positions is to remain the same. /

oAy
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| om'mNAL ORGANIZATION'

b {30% examiningdifﬁcultclaims GST
,30% examining less difficul

claims
0% devaoping caimscases  GS4
10% examining claims ’
apphcatuoﬁs or
completeness | 653

10% maintaining precedent case, GS-2
requlations, and files of

pénding and processed cases/),

g6

Aruitoxt provided by Eic:

EKC) 3

(same functions as Section “A")

(same functions as Sectlon "A")

/!

SR ,Chlef st \
’ . . , Ny | .
S B Prra—r B
R o , T .
. ' ‘i .o ~ Review Section
| L . S
' . ‘ Chlef G549
‘ s o .
| o . 10Rewewe‘Authonzers ' GS71]
g " by , S - 180% réviewing and authorizing lems |
‘Stenographlcandtvpmghelp@%wn) N 10% maintaining books of precedent,
‘ . casesandgequlations @ G52
o ' \ ** 10% maintaining Tiles of pending and
"4 . | . processed cases 652
/ - y ’ ) \ \ gA
4 . f{ \
B @’ . , ' N B
L S * Clims Scton 8" | .l Setion ("
chiel 658+ | Chie ! 68 | [ chiet } G
,QOCIaims,Eamineré 656 | 20 Claims Examiners 66 |- 200|a|msExam|ners . GS6

™

—~
//

8# opueH



IR T e & . ) ; . Handout #9'
. Solution to Claims Examining Problem
. ' Analysis - = _ .
o - & _ . . .

. Two .features stand out: the degree of job dilution present (s}preading_of hig’h-lgvel work among several
positions; with the result that a greater number of higher-graded positions are created), and the presence of a
“deguty,” the GS-10 assistant chief (positions of this type should always be examined tq see if they are really””

~ needed). ) ' . : y .

K LN '

e,
Solution -

. No set solution can be offered on the basis of the facts given. Ajsolution could take many different directions,
depending on what the specific circumstances were. ' )

S ' ' . St
Need for Balance !
« A < .o , , P / -
! A solution would call for balancing several factors. Soriie of these fact_or_s,m!d the steps that might be taken to,
achieve each, are: ) : Tk ‘
‘ w« i 3 P

» B > . : o . K i
a; Economy. Creating as manyqpure” positions as p\qssible (“job purification”) would give the greafest
- salary savingd. This_would mean setting up-sdme paositions at GS-7 confined to full-time ;evieWing/auth&izing;
some at GS-6 confined to egamining difficult claims; etc,, efc. (including sorge at GS-2 confined to full-time file

work). o ' o . _

.
‘. -
.

N . N . R : : _— @

b. Efficienc “Job‘purii‘pation” would also seenf'more efficient (because employees ¢an learn a single set
of tasks .more easily than a variety), but certain inefficiencies would also be included. For example, papers would
have tp pass through'several hands, requiring each person.to go over some of the same ground his predecessor did.

S oC. S?ot.ivation. Eniployees confined to narrow sets of tasks or single aspects of -a fuqctibn commonly find
~ little satisfaction in such wotk and tend to have lower morale and be less productive. Greater motiVafjon usually

results when assignments are made more meaningful. One. way of doing this is to give employees “mbdules” of
work. In this case this would mean, for example, making some enfpfoyees responsible for all g;.ﬂ“ echnical® |
examining work for specified organizations, including authorizing t#e”claims, and giving them istahits who
would do the clerical work (including\¢hé initial claims examination and claims development if within their

capabili?y). ‘ ‘ .

d. Skills utilization. An arrangement such as just described would also make for fuller skills uﬂization. The #
“clerical assistants” would be exposed to and be given on-the-job training in the technical ex ining work,
depending on their interest and capability. so that they could b cligible for advaneement to the technical

- examining level as soon as the work situation permitted. . -

. ' 9 ¥ . ) \\\
Madifying Circumstances
As mentioned earlier, the particolur direction taken would depend on the specifie®icumstances present. For
example: ’ ;) : »

,f{.{, . \
a. Constakt tumbver at particular levels might*make it necessary to restrict the number of positiofs at these
levels. On the other hand, ability to recruit at these levels would make this SJp unnecessary.

~
b. Inability to attract recruits from the labor market at entrance levels (c.g.. GS-2 or 3) might force the
creation of broader assignments that would support higher levels. 4

ERIC

Aruitoxt provided by Eic:



Handout #9 . o
: ¢
c. Government regulations might prevent setting up certain types of work assngnments — for example, havmg
the same personnel doing botfl examining and aut.honzmg

-~

(-

d. Ina stabIe-orgamzangn with lew tumover (frequently the case wn.h actmtles in remote’areas) it might be
unrealistic to have many diffebent levels in the organization — i.e., to attempt to hold capable .employees for long
periods of time in routine assignrients,

_e. Fluctuating work volume, more particularly surges that occur contmually but that are unpredictable in
their size and origin, could make an arrangement of work on the basis of the organizations served (dlscussed
under “motivation” above) unworkable.

A}

<

.Summary T

There is no set solution, but the redemgned organlzatlon on the next page is one possnble approach Below is a
tomparison of the two organizatio ,,

‘,ORlGlNAL (average grade = 6.37) REDESIGNED (av:erage grade = 5.14)

t6 Supervisory Clairs Examiners .

6 Super_i -Glaiggs Exajniners

10 Reviegget-Ruthorizers, GS+ . 1 Supervisory Claims Clerk

* 60 Claim${Examiners, GS-6 ;o : 8 Reviewer-Authorizers, GS-7

T . . K s 18 Claims Examiners, GS-6 .
76* . ' . 18 Claims Examiners, GS-5 ' rd”"’
We " 11 Claims,Clerks, GS4

%l

6 Claims Clerks, GS-3 A
8 File Clerks, GS-2

T 76 ..

Q.

{‘\

L‘“



) (Sténdgraphic and
~typing help not shown)
R ,

11 Claims Clerks
" (Developing cases

16 Caims Clerks
‘. (Examining applications)
- e \ K

1 4 FieCerks ¢ .

pending and processed cages)

s (Ma'intai‘qing filesof .

REDESIGNED ORGANIZATION
Chief - GSI1

At Chef G810

. Review Section

[

Chief 459

8 Reviewer - Authorizers GS7

1 File Clerk .
(Maintaining books of
~  precedents of regulations)

/

/

. Claims Section “A"

- 4
Claims Section “C" = -

/‘@f;ief |

1

a BC'léimsEx;miners -
(Difficut cases)

6 Claims Examiners
(Less difficult cases) -

1 File Clerk : ,

' (Majkaining books of
precedents and requlations) -

/

- 638

G546

G55

652

"; Cla_?lns Section g /

V4
{SameasSection "A")

"\

(Same as Section "A”)

NOTE: It would also be feasible to eliminate reviewer-authorizers and give signatory authority to claims examiners. Would this increase
efficiency? How could review of examiners” work be accomplished? What effect would it have on examiners’ graces?

It is usually feasible to arrange the work in any combination of fuqﬁions.

»r

\

‘ VA
*
.

6# Inopuely
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> A v ) ' Handout #10
<
Co L
Case Study in Job Enrichment - R

>

‘

The Training Publications Division of a government agency recently installed a computerized information
storage and retrieval system to assist the ‘division im~meeting its objective of providing accurate and timely
information used in the preparation of various categories of training manuals and textbooks. In making the
changeover to the. computerized system, a keypunch unit was established within the division. John Miller, the
Division Chief, feels that the keypunch section is rapidly developing into a rYajor bottleneck due to the high
errors in keypunching information onte cards for input to the computer.

The current organization of the section consists of one supervisor in charge of 15 keypunch operators. The
operators keypunch a wide variety of work which is supplied by various organizations within the agericy. Some
jobs dre small, while others can amount to as much as 5,000 to 6,000 cards. Some work comes with a due date
and the remainder have been pre-sbhedul'ed on a routine basis to meet the computer’s requirements.

" The work is supplied to the keypunch operators by an assignment clerk who attempts to see that each
operator gets exactly one-fifteenth.of the work. The assignment clerk inspects the work before giving it to the
operators to make sure that it is legible. If the work is not legible, she gives it to the supervisor who then returns
it to the originating office. Usually, the operatofs have been able to process between 1,600 and 1,700 cards each

day per person. Because of the exactness of the wotk and the expense of computer time, the work is then sent to -

keypunch verifiers in the main computer room for review and verification. However, some errors are not’

discovered until the finished job is turned out by the computer. Turnover among the keypunchers is
many due dates for books and schedules to the eomputer are not met. . -’

W

Mr. Miller thinks that his two worst problems are the high rate of absentegism arhong the section’s
-and their low output rates when they are on the job. Thus far, the operator position has attricted on
applicants, most of them between eighteen and twenty-five years old. Mr. Miller attributed his problems to three

* things: (1) the work is boring; (2) the opérators are young; and *(3) most operators are not the primary wage
. earners of their familjes.

What recommendations can you give Mr. Miller for redesigning the positions in the keypunch section for

greateyyee motivation?
*

f

o)

g
J. Ah‘i
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What’s your ‘orgam'zétion’ problem? Department? Plant? Company? Makes, '

" Handout #11

-~

no differénce. Any one of these pitfa!ls may snag your operating efficiency.

TO AVOID costly mistakes when
shaping - your plant management
structure, ‘you’ll do well to steer
clear of the 12 common organiza-
tional hazards described here. These
“‘principles in reverse” arg borrow-
ed from Kaiser Aluminum’& Chem-
ical Corporation, Oakland, Calif.

TOO MANY LEVELS

Plant
Manager

<

Robert: Goelz, supervising organi-
zation analyst, prepased them  to

help plant managers organize fuhc-

tions, direct people effectively. -

Goelz, like his bossg Dr. Carlos

Efferson, avoids telling managers
precisely-how a plant organization

should be set up “‘because KACC’s

HW un‘ Lb This set-up has

five strikes against
it: Besides/being poor for communi-
cations, Zecisidn ‘making, and for
wage and salary administeation, it’s
costly to 3taff. And it cuts authori-

ties and responsibilities s fine, it .

needs a Philadelphia lawyer to spell
them out. ' .
Liké the old telephone game, this

long chain’of command can garble

-information that’s passed down the

line: Some stuff just never trickles
all the wqy to the bottom. And for
information that must move upward,
the organizational. barriers slow
down matters that need quick top-
level decisions. Top-level decisions
are also hard to make because the
plant manager is so far removed
from the point of execution.

For front-line action, .the nu-
merous levels block the foreman
who wants to get something done

— ~

POTENTIAL DUPLICATION |

Plant B
Manager * | Statf Meintenance
% Spaciali
I I I [+ =T
Enginear| !
& Mainte-
nance

Hagand Ho. 2. This “eray” setup

is loaded with

ttrouble. Several things can' happen.
Overlap and dupHcation of effort,

for instance. Or the reverse, a *‘you
first, Gaston,”* kind of inaction. For

-

others in the organization, theover-
lap tends to create confusion. Con-
flicts arising from this type of set-
up may also drain the ‘plant
manager's time and attention inef-

forts to resolve them. e
[‘ Ia)
SRV
(e

plants vary greatly in size, in prod-
ucts produced, in special capabil-

..ities of management peop!e, and in

many other ways.”’

You, too, will do best by |ﬁng
these hazards not as hard and fast
“‘don’t’s,” but as trouble-makers to
be avoided if possible.

<

without checking too far for approv-
al. Take this case: A sales represen-
tative calls the plant to change an
order already on the production
line. If the change.requires over-
time to meet delivery dates, how

far up the chajn of command must -

the line forentan go fdr approval?
If the sales representative were to
call the change in at the top of the
organization, imagine how long it
would take to effect the change at
six or seven levels. How must pro-
ductiontime would be lost: *

With this elongated. structure,

there’s also the added danger of -

wage and salary differentials be-
coming too narrow. This creates
another administrative headache.
Better to cut the number of levels
down as far as possible. Best rule
is never to add another level until

all alternaive soiutions to the prob-
lem havreh}eg\n explored. .

On this chart, just what is the
maintenance specialist supposed to
do? Plan? Does his planning aid the,
maintenance superintendent? Or is
it just duplication? What sort of au-
thority relationship is there between
the two maintenance areas? Can re-

onsibility for maintenance perfor-
m be pinned down? Just who
does the plant manager turn 10 with
a maintenance problem?

Better to' consolidate functional
resp ilities by assigning the
maintenance specialist to the depart-

ment superintendent—as a staff as-

sistant, for instance.

.

Ve

LA}
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DIFFERENT OBJEWIVES
* IN THE SAME GROUP' *

.- Production
- ) Superintendent

*Final
ection

Production “

Haswul na’ 3, Here one function

is to get out pro-

‘ ductlon the otheér to see that what

is produced measures up to product

specnﬁcanons When final inspec-
tion- is combined with the output.

o -

REPORTING TO
MORE THAN ONE BOSS

~ )

‘

- function, inspection is weakengd,
" may lead to dilution of one interest

or to harmful collusion.

Certainly the production depart-
ment must also bear responsibility
for quality as well as quantity. But
there must be separate checks and
balances. Idgally, they should be
placed as high up the line°as pos-
sible — typically in a quality con-
trol department feporting at_the

. same level as the manager in charge
The pI‘OdUCthn‘_

of productian.

manager should noft set.the criteria

by which he will be judged (stand-

ards or specifications). Nor should
3

Hagwui un' 4. An oldy—but it
d héppens every
day. Consequences,'( conflicting or-
ders, confusion over priority of as-
signments, no one source of appeal
or responsibility for the individual’s
training, development, promotion.

Anyone who'’s been caught in this

nutcracker knows the dilemma:

What boss’s work comes first?
Ll

.- U
IMPROPER DE$IGNATION OF USE OF ASSISTANTS/

o e
Superintendent ~
. . ‘ o« ) - )

{ | I j
. Section | l» Section Séction
Head Head Head

5. The role of an as-

Haqw‘d' “a sistant should be

made perfectly clear to all con-

cerned. Otherwise a man labeled an
“assistant, while still on the same™or-

ganizational level with others called

something less important, may be
tagged by his associates as a ‘“‘crown
prince” or ‘‘favorite son.”’ This leads
to dissension and dissatisfaction all
through the staff.

It’s a fact that many such im-

he be the final judge of his own
. success any more than a bookkeeper
should audit his own books.

Production and maintenance also -

- fall in this category. When the two
are placed within the same depart-
ment, there’s a natural tendency to
sacrifice maintenance to‘the pres-

- sures of getting out the product.

Better to keep activities with con-
flicting-or.divergent-objectives sep-
arate. Move the responsxblhty for
each as hlgh up in the organization
as possible’— eventhough they may
take place side by 51de on the pro-
- duction floor.

v

When I get conflicting orders, whose
do I follow? To.whom do [ owe my
loyalty? Which one will pitch for
me for a raise or a promotion?

Better to avoid this one at all
costs. Or make the assignment on a
time allocation basis—i.e.,
for Joc, ihree days for Pete. And be
sure Joe’s and Pete’s assignments

- don’t overlap.

e

proper designations fail to show u
until you put your idea of your o?p
ganization down on paper. But this
problem is more than a matter of
charting technique.

“Take this assistant. Others may

not only think he is the heir ap-
parents They may also want to know
specifically: Is he in charge when
the superintendent in away? Or is he
really just an ‘‘3ssistant to”’?

Better to spell out an assistant’s

real fu»mtion—right in his job title. °

Thenslot him into the right organ.
izational level.

TOO MANY REPORTING TO'ONE

Plant
Manager

L

[

L Produc(loﬂ

Eglnl;ering ]

[ Purc;\l;lng

[Cina. Rella(ions :

LAccoulmlnL]

Ind Eng.

] -

Traffic |

[ Publicret. ]

[ Technicat ]

Maintenance . f
agand There’s no uni-
H Ho. 6. versally ‘‘right’:

number of subordinates. The num-
ber that is manageable depends upon
many factors. But in general this

kind of structure is dangerous be-
cause gt dilutes the superior’s at-
tention, often forcing him to snap
decisions &nd to spend much of his
time putting out fires rather than

[
A

planning his work. It also creates
problems in determining what to at-
tend to first, and in coordinating and
measuring the performances of so
many who report to a single boss.

two days ~
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...Chart should show .‘s_'t're.ngt'h"s and weaknesses”’

Further., there is potential duplica- '

tion of effort in the ranks—with the_
danger of strong persons assumingy:
responsibilities not really theirs.
Though “‘span of control”’ is a
hotly debated subject there is no
doubt that somewhere for each man-
ager there is a limit to the number
of people he can effectively super-

HW Mn 7 Except that it in-

. dicates an organ-
1zat10na1 level, titles like junior or
senior engineer don’t tell'what the
engineer’s function actually is. The
typical manager’s argument, how-
ever,
-man’s main responsibility (power

= adviser here) he may lose flexibility

of assignment. ‘But’ descriptive titles
do have this’ advantage—they fix
responstblllty

Not altogether
risks. The assigflant may become
than an aide, func-
tion merely as a messenger boy. If
s0, he may consciously or otherwise
slant communications, slow down
decisions, isolate the manager from
personal contact with other mem-

H 3 He. ?bad‘, but it has its

bers of his department. .

But this arrangement can, and
does, work in some situations. A
superior and his assistant maysi{
‘‘back-to-bactk,’’ one handling ex-

. %

HW Mn 0. The idea of hav-

ing three assistant
managers is all right—if ;ach has
about the same work lodd. In this
case, the assistant wh® must carry
a major plant function—production
—must also carry those functions
to serve him. Chances are they'll
get short shrift froin him. Then. too,
putting traffic, purchasing, akd in-
dustrijal relations under the“other
two assistants tends to over-empha-

. size them in respect to other service

functions. v
Another serious drawback: This
structure makes it difficult to de-

is that by pinning .down a.-

vise. But in thinking of reducing the
number reporting, you must also

- copsider the disadvantages and .ex-

* penses of extra vertical levels that
might result—as in Hazard No. 1

Better to look at each problem

of span of management control in-

dividually {n a production depart-

ment involving several similar and

Goelz and Efferson feet it’s un-
wise to get too preoccupied with
trying to get complete consistency
in tifle and level designaton. There’s

nothing much wrong, they say, with -

a manager reparting to a manager—
or with having a department within
a department. Any disadvantages
may be offset by the benefit of peo-
ple knowirg exactly what they and
others are supposed todo. -

Better to select titles that make

. - ~ “1{4

. o

-~ P

ternal matters, the other internal
matwrs It may be used as a train-
ing device, or as a temporary. ex-
pedient when the superior is. neanng
retirement age. In unusual Eiréum-
stances, as when the superior must
do ‘much” of his work outside the
plant—say, 75% or more—it may

be the only solution to having an -

‘‘inside” man on the job at all times.

Better to approach this structure
with caution. If the assistant is in
fact a staff aide, make him an *‘as-

o f

closely rg.lated tasks, a manager may ¥
be able to provnde adequate super-

-vision far a larger ndmber-of Tore-

men. Bult in the case of more diffi-
cult and complex work requiring
judgment, planning, and coordina-
tion, the number of persons who can
be properly supervised is more
limited.

K
'

NON-DESCRIPTIVETITLES

~
! I Staft
Senior Actua_ly_ Advisor
Engr. is Power

duties clear to eyeryone than to lean
en more general titled to preserve
freedom of assignment.

A

“ONE OVER ONE

Manageér .

[ i e 1

,
sponsibility-for certain functions in
the department, they should be
plainly spelled out—and the chart
changed to show the exact role the

sistant to.”’ Or, if he does:hay?(e- assistant plays. ,
* LOADS OUT OF BALANCE
3 Plant
Manager
]
[ ]
Asst. Plant . Asst Plant’ Asst. Plant
Manager ’) Manager Manager
Production
Traftic Industrigi Eng}l?eering
Purchasing Relations Technical
Meintenance
Accounting
.

e
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. Hagond o, 1,

velop three active candidates for the
plamt manager s job. Keen compe-
tition is one of the Best advantages
of organizational balance.

Another kind of imbalance has to
do with inequities in the importance
of work assigned at the same level.
Say the plant manager were to have

;

Hagwui un |0 Assigning to a

single component
a function that must serve the em-
tire plant creates three problems. 1t
restricts the subordinate depart-
ment’s ability to serve all com-
ponents. It forces thé, manager (pro-
duction, in this casé) to divide his’
time between problems close to his
eye and those that b@léng to other
departments. Such 4 structure de-
velops a **production oriemation”’

in the Industrial relations group,

which can short-change serviees is-
sued to the plant as a whole.
‘ L]

Asin No. 7, func
tions, like individ-

s, need careful ldbeling.. Other-
Jyvise a twilight zone of overlap is
created. Conflicts between depart-
ment heads and between employees
are unavoidable.

An organization chart best serves
its purpose when it clearly tags each
function, shows how 1t s staffed.
When this is gdone properly, the
chart then becomes an important
gurde to indicate where strengths
and weaknesses mav be i every
arca of operation

Hagwui M(!. 2. ch'x an example

of a single major
funétion that's too far removed from
the influence of the plant manager
This structure also hampers com-
munication between production and
other major functions.,

This situation may look like a
remote possibility, but here's the
wiy it can come about. Assuimce
there s a producion department in
constant trouble So the plant man
ager decides to put it under the chiet
engineer, who has shown he's a good
trouble-shooter A much better solu-
tion would have been to develop
the production manager, strengthen
him with a competent staft Or, ot

an assxstanMarge of production
reporting at the same level as'an.
assistant in charge of janitorial
services or stores. This means that
the basically important responsibility
is downgraded in the eyes of the
production man and his associates.

the plant manager’s time unneces-
sary demands for details tQat are
bést supervised by someone further
down the line.

Better to see that people report-
ing at the same level~have nearly
equal workloads and that the work

‘And such an arra#gemem places on” Tt¢lf is equally important.

AN

/
yA
V/MISPL'ACEMENT OF OVER-ALL SERVICE
- T
Plant
Manager N
| o
r T 8 I m! P
_Engln:mr.ing Maintenance Accounting Purchasing Production
B Traffic
—
/ Ind.
Relations
Better, much better, to raise to  components. This is especially true

equal and seﬁ_arate status any func-
tion that must serve several separate

of the traditional service function—
such as industrial relations.

o

FUNCTIONS NOT CLEARLY DESIGNATED \%

. . Engineeri rg

Departme
Section Section : Section
B N C o]

.

Betier to be exphiat i your titles. “product design section, T sates
C tearly define what a section does service section,”” drafting,”” and
g . (n this case) power section,’ S0 on
O s e
IMPROPER ORGANIZATIONAL EMPHASIS , ¢ -
4P
" Riant .
Mdn{gor
)

Maintonance l"du’"'"'
Rulutions

L.

Engineering
[0}

Accounting Public
Reiations
%

SIS
(

[

neithey of these two approaches
worked, to transtfer him to a job
better fitting his cgpabilities

Better to decide what your major
frenctions are 'rjicn estabhish them

[

on the same level ldea 18 1o keep
the line of communications as short
as possible. Solutions of expediency
often cause serious trouble m the
long run.

b
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The Sliced-Up CarﬁPunchers"(g =

PROBLEM: T, /

' deadended. ...

/
The workload and staff of the branch have been mcreasmg ji)r some tlme and with each increase of 3 or 4
employees, a new section has been established. .

Despite the increase there is still a strong feeling among supervisors that the workload requires additional
card-punch operators.

The GS-7 Branch Supervisor is more oyer-worked than formerly the case, spending a great ‘deal of time in
internal coordination, adjustments in loaning and Borrowmg personnel among sections to match ﬂuctuatmg
workloads etc. . . \

The GS-5 supervisors are dxsgrunt]ed over career ddVdr1\cement opportunities, consndermg that they are

ooy e ¥ /,:"m:rm n

TG Wlth 2 total of 48 employees arranged into 10 subdivisions, there is undue fragmentation, resultlng ina

supemsor to employee ratio of 1:2.69 >

The average grade is fairly low: GS-3.58. - ' -

R >

¢

ASSIGNMENT: - »

The workshop group§ are to propose a revised organizational and posit'f(;ln structure to (1) improye the supervisor
to employee ratio and eliminate the organizational fragmentation, and (2) provide a better cireer progression
pattern. The total number of authorized positions is to remain at 48, and with no change in the division of
personnel to the three shifts. In revising the position structure. the average grade is not to Be escalated, but
hopefully lowered.

i 3
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. THE SLICEDUP CARDPUNCHERS CASE ﬁ\

<

Z 1# mopleH

A card punch operating branch is organized as follows;
. ' {.\‘ / ) '
: N
| &ANCH \ il
‘ SupervisorkSJ
‘ . ]
SECT. #1 SECT. #2 SECT. #3 SECT. #4 SECT. #5 SECT. #6 ) SECT. #7 SECT. #8
Supv. ' Supwr. Supvr. Supwr, Supwr. .Supvr; y Suﬁr. Supwr.
G$5 055 655 635 055 ﬁ 655 655 655
3005, 3 Oprs. 4 Oprs. 3 Oprs. 4 Oprs. /3 Qprs. 3 Oprs. 3 0prs.
053 683 | 683 GS3 053 (§3 GS-3 083
{ oy ‘ ’
3¢ _, '
. i ‘ . N o
20 SHIFT \ L
 Supvr. GSH ' \ oA S, 655 !
" { | : upvr.
| ‘ ! 3 Oprs. \
¥ 2ol ‘ | 633
' \‘\ } y
Leadéjr Leader N \
e L (654
3 Oprs. ‘ 3 Oprs. /\\
653 653 r
4
¥ ~
N\
]
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: | One Sol{;tion‘tothe Card,-Pdﬁéhers,.Cgée
N .
: ' Branch
‘;' Supervisor, GS-7
r'/ !
T <o ”
SECTION 1 DAY . SECTION 2 DAY
Chief, GS-6 Chief, GS-6
b Assistant, GS-5 Assistant, GS-5
?
15 Operators, GS-3 15 Operators, GS-3
a

. [ L i
Ziid L SHIFI Hd J ﬁ ostitt |

- o —
Chiet (G lle! Glaet uo b
L eadet : ad 4 3 0peiaton . us 3
s - ]
7 Operdtui . (CNIN]
d, L _ ]

Vs d by




PR ‘.;7 - L9 ’ ’ ’ -
e / , : ’ Handout #14

-

THE PYRAMID CASE — PART I

t

On the reverse of this sheet is an organization chart for the

administrative functional activities-of a small agency. The

u posifion structure, excluding clerical and support positions,

’ isMndicated by number and type of job. The grades of all

but ten of the positions are shown, including all of the

. non-supervisory jobs and most of the lower level

supervisory jobs. Based on the general concept that higher

level supervisory positions progress in grade classification

above the subordinate position structure, w would

appear tagyou to be the proper grades for t.he?‘;\ higher

level positions? Enter your conclusions for each f thgse 10

positions in the blank space provided on the chart. Assume

that the grade classifications as shown for all the
subordinate jobs are correct.




6 Aux Qperators

ADMINISTRATIVE OFFICE
Chief Adm Off ! 6§
X{ Deputy Adm Off @S-
N 4 1
MANAGEMENT SERVICES DV 1 OFFIGE SERVICES DIVISION - COMPTROLLER DIVISION
Mgmt Officer G Off Serv Mgr G511 Finvegeial Mgr GS--
| T 2 Purch Agents GS9 \\ ; \\
o 20fEServ Assts GS7 M _
| PERSONNEL RESOURCESBY | ~. oot My 9 G571 BUDGET & ACCOUNTING BR
Aémin Officer G ' Bu&; & Acctg Off 6S
Al —l' ) \ - T
o b \ . STATISTICAL SERVICES BR —
PERSONNEL SECTION N Statistical Off GS- |
| Personnel Officer G512 W : Budget Off OfB‘PE[GET SECTION 6512
Shesomel Spec - B3 | 17 3 Budget Al s
ZPHSO""?I IECH 69 # 1 Budget Analyst 659
' STATISTICALANALYSIS SEC
Statistical Off (j , @1t 1
2 Statisticigns G549
. MANPOWER SECTIC 35tat A 659 f | 1|  ACCOUMTING&DISBRSEC -,
_{" Marpover Ofce At & Dis Of s |
2 Mnpwr Analysts
2 Mnpwr Analysts ‘ ; | p
' ADP SECTION .
, ficer GS:
[ [ Computer O :  ACCOUNTING UNIT
ORGAMIZATIGN & PLANSBR | ] : e gg‘]
Org & Plans Off 6 , Syst Design Acct '
i Oper Accountant 59
8 7 SYSTEMS ANALYSIS UNIT
- o] Systems Analyst e G512 / /
! : ‘ 3 Systems Analfst G511
L PLANS SECTION xw ) 3 Systems Analyst GS9 D|SBURS|NGU |T
o &Plans OfF* G513 Disbursing O, GS:10
EjlansSpecnahst 0512 q L1 Disbursing At ! . (9
o alysts -, G512 DATA PROGRAMS UNIY Cather 657
- Program Officer 0§12 Accounting Tech G5
2 Program Spec el
MANAGEMENT SECTION | 4 Program Spec GS Y
Management Off G512 '
6 Mgmt Analyst GS9 . —{  Chief Auditor G512
L DATAPROCESS UNIT 2 Auditors Gs 1
Maching Rm Spvr 089 S
~—" 35r Operators GS7 ; .
$| 2 ADP Operators > G5h
T G55

+ 14 Inopuegy



THE PYRAMID CASE — PART Il

On the reverse of this sheet is a revised organizational plan
covering the same administrative fupctional activitieg, The
same basic -job structure is continued gqg the
non-supervisory positions and the lower level su isory
positions. In this plan, however, the number of vertical
levels of supervision or management control is reduced
from the number shown in the first version; the deputy
position has been eliminated; the “branch” level of
organization has been discontinued; and there jis a
horizontal spread 'to five segments, instead of three, Jt the
same organizational level. Based on the concept of grading
progression up the organizational ladder as followed in the
-first part of this case study,’what would appear to be the
proper grades for the three higher levet positions for which
go grades are shown? Enter your conclusions in the blank
spaces provided.

Hfﬂmdout #15



ADMINISTRATIVE OFFICE
Chiet Admin Off GS N
' - _ { ' INTERNAL AUDIT UNIT
Chief Auditor 6512
, ‘ 2 Auditors G511
J
ek _ 1
PERSONNEL DIVISION ‘ OFFICES SERVICES DIVISION PLANS DIVISION
Personnel Officer 6512 Office Serv Mgt thall Prog & Plans Off. 6513
3 Personne! Spec < G5 2 Purch Agents - 659 . 3 Plang Spec 6512
2 Personnel Spec 659 L 20M Sery Ass'ts 657 } 2 Prog Analysts 6512
*1 Records Manager GS7
,/'/ 1
" COMPTROLLER DIVISION STAT &g&DP SERV DIVISION .
Financial Mgt G5 y SR ADP Off GS )
h |
s
— ' | , | /
_ L ] o
BUDGET SECTION |+ ACCTG & DISB SECT STAT ANALYSIS SECTION SYSTEMSMALYSIS SECT
Budget Officer G512 Auountant 6512 Statistical Off G511 Syst Analyst 1 651
3 Budget Analyst 6SH 2 Statisticians 659 3 Syst Analyst GS
1 Budget Analyst 659 , 3 Stat Assts 659 3 Syst Analyst 0S
' el ‘
k | Ancofwnme oNIT
A Accouitant & Systems
‘ Designer G511
, , Opr Accountant 659 X , /
J /
, .‘ ) —t
' MANPOWER & ORG SECTION | DATA PROCESS SECTION DATA PROGRANS SECTION
anagement 0ff G512 Machine Am Spwr GSY e _
! . Progiam Officer 68121/
2 Mnpwr Analysts ORI 35 Operators 057 , ‘
‘ , _ 2 Program Specs GS T
2 Mgt Anglyt G511 / j LA Opeatas G5 P s o
2 Mnpwer Analysty 059 ; 6 Aux Opergtory GSh / - .
h“ ———— s, ! ' ——— _— PR . -
[T \ :
-
UISHUHSINQ LR
bpbinsy Off wd il \
Disbursg Assy G659 ) \
Cashites GSF B )
Acctg Te 1. 65T o ‘

. M . X [ ("‘ ‘
ORI . , v U
i) K 4

SI# Inopuey
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I THE CASE OF THE UNDONE ENGINEERS

“gase Fafts ( ) "

An agency hevadquarters Engineering Office’ has a non-supervisory workforce of 50 employees in professional

* engineering, engineering technician, cngineesing aid, engineering drafting, construction inspecting and supporting

clerical occupations. For some time the supervisory officials in the office have recognized that problems exist in
staffing the organization and in the geperal employee morale. The office has had a high turnover rate. There is a
good 51_e§k of emplbyee dissatisfactggi, particularly among the lower grade professional employees over
opportunities for advancement, and coptinuing requirements for the performance of work below their capability
after reasonable training on the job. The supervisory offiglals have made repeated requests to classify a number of

« ' the jobs to higher grades, without success. They agrée that it would be désirable to assign higher_grade engineering

.

weT the lower grade engineering positions. However, such work could only come from the positions of the
higher graded engineers. Certain prior experiences.they have had present sufficient forewarning that such action
would put the classification of the higher graded lngineering positions in jeopardy. Thus, the operating officials
consider that theig problems are rooted in the Persopnel Office, and in position classification sadministration in

particular. ’ ;

Matters are brought to a head when the designated management authorily of the agency responsible for dealing
with cmpioyee organizations feceives a visit from the President of tha exclusi ly recognized local of the
empleyee union. This official indicates that he wishes to review sgme matters in the interest of the group of GS-7
and GS-9 professional engineers who are members of the employee organization and in the bargaining unit. He
discusses the problem of promotion opportunities and the practices in the Engineering, Office in assigning work 10
lower grade professional engineers. In the latter regard ¢ contends that an unusually high percentage of the work
is routine and non-engineering in character. The view is expressed by this official that if the work was assigned
“more realistically, the jabs would be classified higher, the employees could be promoted, and overall job
satisfaction and morale uld be better. In conclusion, the union local president indicates that the discussion is
preljminary to initiatina grievance. -
The Personnel Officer and the responsible classification speciahst are immediately brought mto the matter to
consider \aﬂd/fqrmulatc a possible resolution. They review. the non-supervisory Job ¢lassification structure of the
Engincering Office. TWQ%@ table is.a summary of the staffing gutherization of the office. by vecupation
and grade. - R L RS . S T ¥
g N 3.

et '
RS
Occupation - _;;é?"otgﬁ..l—ubs 2 3 4 N / v 11 1. 13 14
. / a e

. By
Clerical o ¥ 1 : !
Enginecibig Arg s ! - |
Engineering Dratt.ii.a,, 4 3 !
Construction Ingpection 6 3 ]
Engineering JChnicigty . ! : |
Pr()fcssig)_pul Ingineer ) Q"Q 30 \ 2 b 9 X N I
o . 4 .

b A N

In discussing the job structure with the <l tionspecialist in some detail, the Pegsonnel Officer ts intormed of
certain points ‘t{ﬁul the classifier fecls are relevant. The supervisory officials have Been most reluctant “to Xilize
engineefing technicidns, stre®sing the limitations' thereby imposed on flexibility in assigning work in the
organization. The one techniciun job exwsts to accommodate an old experienced employce who cannot quality
under examining and te$ting criteria for placement in a position classitied us a professional enginee. In-hiring of
~professional engineers is at GS-7 with promotion to GS-9 after Lompletion of training. Originally the GS.9

"/ position was a rather automatic stepping stone into GS-11 positions. However, as the engineciing staff grew over a

ERIC
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pSriod of timg there was not enough GS-11 work to allow for more engineering posttions properly classifiable 1o
. AN . :
this grade. .

.
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" The classifier also states that as things currently exist there is considerable job dilution and many of the lower
grade engineering personnél, including some in grade GS-11, perform very little work that can be truly classed as
professional engin®esing. The Personnel Officer seizes upon this as having a 51gmﬁcant bearing upon the problem.
v/ He requests some specific details in thi$ regard. . s
« To comply ‘with thls’gauest the classification specialist_makes a thorough study of the official job description
for each position in the Engineering Office. As ﬂecessary')ke supplements the data in the job sheet by personal
. contaet w1th in leldual employees and supervisors in the organization. . .
Using task z{nalysm techmques each jab is reviewed t¢ determine i*he different occupational kinds of work and
the levels of these different kinds of work that are present in each job. Percentages of time for the various kinds
and le¥els of work as shown in the job sheets are determined and converted to approximate rrmnhours,of work.
From this data a final tabulation is prepared as shown below, to indicate the proporfionate workload in the
r Engineering Office as represented by the different occupational kinds and levels of work, consxdenng all of the S0 .
wm)n-supemsory positions in combination.

Yo of % Con ] Dustribution of Work by GS Level T ) |

o . Fotal verted kg J (in percentages) oy
Occupatton Work to Jobs 2 3 4 S 7 9 11 12 , 13 14 /
ClericAl- % 4 2000 W) :
Englnee g Aid 12 6 20 30 25 25 o

. Engifieéring Drattstian LI 12 10 70 20
_ Construction Inspection 5 =2 85 15 .

ngineering Technician 14 7 50 30 20 o .
Professional Engineer 32 16 10 20, 40 20 40 )

:
Py

s ' ~100% 50 Jobs N .'é\ (
When this data is given to the Personnel Qfficer he reviews and discusses the tindings with the supervisody officials

in-the Engineering Office. und with th p management authority of the field cspablishinent Seme positive
conclusions ar¢ jointly reached by theSe officials concerning the present degree of skills utilization,”and
refinements that are desirable 1n both the design of individual positions and their classification fur better skills
utilization m the future  Also. lhcrn is discussed the immediate problem of (lcalm& with the anion, and what

manage met ml;,l.l face 10 wmvanu. by the union over contract violation 1t pursuded to arbitration.

Cuse Question,

| I\.ﬁ.xmnb that Wi pocpts vk cagande atlon thie picdonat aead €tigliaees wGala ¢ bottn ;n&lcaai......l nhofon
BO 90 percent of tien g do you oonstder that the present engineering stalting l) realistic!
. : /

X !

. 2. Wha would appea Lo 88 the appasontine i onal v o e desetonal wgiinen (S ceded 0 by Ltalloal ,
Engineering Oftice. consdeimg the " 80 907 utilizecorn dactor  ghving due epatd oo Galiee 1ntake \ullh
productivity loss, and tahing reldtc d tactons mte accound? . ) ~

» . . -

. . ¢ s

\ 3. Does the data available tead to Stugeest that the Tow e ade cnglficar . ar Aoy uly a ianlneam afhount

“of pruflwiun‘il engineering work” What are the arcas of apparent o ppational understating, which hkely >
accounts for [h\}"t’rkalnmllu. of non profoatoral v otk b the professt gl englneds?

/
4. What problene v oL N (TR T L T IV P O B . St et

structure™ Whag-are VOLD Ve N can ‘.cxllihk.‘, thee th g ot any sl ol iy . i

..

ERIC
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. . * '
- ’ 3 . .
ANSWERS TO UNDONE ENGINEERS WORKSHOP QUESTIONS 4 -

.

. 1. The table on current staffing indicates that therc are a total of 30 professiopal engineefs working in the

Engineering Office.” However, the data developed indicates (ffat there dre only 16 man years of . professional -
engineering work to be accomplished. Thus, each professional Engjneer is -obViously performing aZ:fry'large 7
amount of less than professional work, Thus, it can be concluded from the facts that the professional staffing is "/
too rich and is unrealistic. ' . v - vt )

. . . © o -
2. On a purely mathematical basis the professionj’ engineering staff could be reduced to a minimum of 20,
considering the 80-90% utilization factor. Howeve, this might not be realistic.if there 3re peak and valley o
workload conditions, and very possibly a staff of 22 to 24 professional engineers could be-supported. Planped -
in-ﬁl@; of personnel to nieet projected turnover by retirement might well vary the number at any given point in
time. - - ’ " .

" ‘ _ . »
3. The case facts as presented, with the employee complaint and the union’cqncern, plus the data shown on man-*
years of work, provide evidence of performance of non-cngineering work by the lower graded engincers.
Occupational understaffing- is obvious in the engineering aid, engineering. drafting and engingering technician
fields. - . : e )

¥

‘

4. The stafting realignment. presents a serious problem to management af this stage. It should have. been more
ale® to the situation earlier, not allowing the imbalance in staffing to reach the present pr‘gportioris,_ft is not in
management’s best intcTeSTTO now move rapidly with job reclassifications, udverse personnel transactions, etc.

The 'b“es%nsolution is to set staffing adjustment objectives, hopefully to be attained through attrition,

A d
N
.
P
.,out-placetment assistance, and similar means. ' o
T - i . — R
4
‘ Py o
[ e a .
A : : :
< L4
. f . (2N .
. o, / , .
. 1
i ~ N ! - ¢ 'gr .
{ . »
‘;3 h
-
Ny
\
,/(
re
i # ' w8 v
VRN
4 / .
) ! \ ~ .
. . e , % r
. ‘ Y ’ 1 £-- 3
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»
v
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) ™
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’ 1 Handout #18
POSITION MANAQ_FLMENT CHECK-LIST - .
L '« A ON POSIT’IO)ESSENTIALITY _' -
(1) . Mission : o ) <L
-(a) Is the mission itself suitable in all respects? ‘ ( ) - .. i
e Isit,c/urrent? . i} - . K ' - - ‘ A
- 'o Are all the ta_sk/sﬂ calggr truly necessary? * _ | ‘ .o ' Y S
® .Are-any of the tag’ks unduly demanding in terms of speed-or quality? ;. ' , v | - )(:., |
(b) Isthe mission changing? - tfi}’\!, R n,‘ . ) . .
" e Ifso, whatis beingadded;deleted,c-)r otht;rwise beingchangéd?' o R N
¢ %Will the change be continuing or 'only-._temp'ora;y? g IR K . o - e 'ﬁ,“t

-

(c) Isthere a clear need for each %osition in terms of-the mission?

" @ s the work of some positions spéhdic or seasonal? If so, can it.be ébsorbe:d/ by other positions?

e Were some positions established to provide superspeed, superservice, or a superperfect product? If so, does’
e need still exist? : o ‘

® Is the ratio of overhead 4g actign positions too high?
. N A,
. 'L,,\ ,/\) A _Q{%” . ) . N .
(d) Are some aspectsof the mission not performed, or not performed with sufficient effectiveness?

e Why not? . |
: X
) ® What effect has this had? 3
e - o
® Are additional positions needed? ' ' 4= - 8 . "
(e) Are additional functions performed? - : a7
e Why? %, . . * '
’\)
e Must/should they? . ®
e What would be the effect if they were not? . : .
"(2) Workload . . ; s - 2 ’
. (a) What is the workload” Is it stgble or fluctuating? ' “
" (b) éAre there any-»'v.g)gkload trends? T , . «,'g ) N
. ) v B ) 7 )
"t (c) What has petformiance been in relation to.the workload? Is thq;)a backjog? What problegs does it cause?
- . P : L, - ° '
\ ' ) ’ ’ :
. L r v
_ i : .
- i ® ) . ’%’." » K ' O
“ R o . ~ vy . . .
.. Y . NP - . ) -.»l 3
L ) N « 2
' a “ 4




¢

(d) Do any work standards exist (predetermmed standard data, .staffing pattems h1storrcal standards,

techmcal estrmates") R

(%) Can- work standards be established’ during the survey (time study. work sampling, historical, technical
estimates?)

(3) Priorities . e . N,

(a) *What is the relative importance of each area of work, considering:

.

) ® ltsrelation to basic mission capability? V . . .

N

. Wrelation to-activity effectiveness in, carrying.o(\?tt the mission?

] Authorrtatr.ve expresslons of priority? K

(b) Is it feasrble to understaff the less important work, in or(/: tgully staff the more\rrnpqrm‘rtﬁ?.

(c) What impact do ceiling constrarnts have? [ %ddrtronal staff. |s~bemg considered, is addltronal cerlrng
" feasible? ‘

(4) Organization theory ® .
(@ Is thespan of contral too-narrow/broad? Is there too much layering?
' S, ' o
',(b) Are there instances of undue fragmentation ,creating the need for unnecessary supervisory positions?

{c) Are all deputy positions truly needed? (

4

... B. ON‘O?GANIZATION STRUCTURE
sl VB
(1) Technical process . % .

;
e

¢ (a) How well does the structure accommodate the workuﬂobw? ' . i

(b) Does the structure help or hinder negessary commun)catlon” Is closely related work assoc1ath
organrzatronally7 ‘! . . .

)N Organrzation theory %

o .
(a) Is the present dmsron by function/product the most apprbpriate for the ‘work_performed? -

"

\ (b) Should there bc more «entml11atmn/d/ecentr:3l1Latron nt’}uth.‘rltﬂ

(¢) Daes the urganimtinn appear to he '17'1\“““6‘§.Sﬁrih' (‘(\rrrpley‘? . . -
. ‘ . A V ° ' ]
- : » C. ONJOB DESIGN , .
b ) ~”
v (1) Techdical process ' ) . '
o . L o e )
Do job designs reflert efficient procedutes, methnd% layout, use nf—'equrpmem” v
: . ' EN -
> - o ]
1 3 . Q
‘ > . Ve . N 4 <
1 f( o '

O

ERIC

Aruitoxt provided by Eic:



(PA) M'oti;'ational ~theory' o : ' ' v N o o > .
(@ Are there instances whereJobs should be “enlarged”" . h
(b) Is there sufﬁc1ent delegation of authority?
(c) Do job designs provide sufflci,ently for career progression?
+(3) Practical personnel factors : !

@ '(a) How adequately do present/contemplated JOb designs accommodate the”ecral skills, expenence hnd
: © potential of the present staff?

d (b) What classiﬁcations would result from contemplated job designs?

(c) How realistic are these designs in relation to internal or external staffing possibilities?

v ] (d) Isit feasible to develop necessary skills through training?

(e) Do job designs reflect the needs of the socially oriented programs (e.g., Operation MUST)?
. A o

(f) Do they violate provisions of union agreements? <«

(4) Economy

> ‘ ) : 5

Is job design reasonably econq@ical? For example:

o ® Are there instances where the average grade of a segment substantially exceeds the dverage level of tasks
"~ performed? Why? - s
® What is the proportion of seniors, journeyman, juniors, helpers" How does it compare with the proportron .
of the workload calling for each type of sktll"

.

. L " FACTORS BEARING ON ALL AREAS
£ (f) What indications are there ofgood/poor morale? What “irritants” to good operations" Are turnover and slck &
leave rates normal, low, or high re comparable groups? Is the informal organization compatitde with managemeﬂ ﬂ‘g
LN .goa'lsq . . *
2) What'staffi'hg changes are anticipated?: ‘s

. /
. Retr’remy’nt'.’

-t
9 :
e OtherAttrition?
Y. «
® Accessions? : o¥

® Other staffing changes?

PRV S »




- “Handout #19

\ Orgamzmg to Develqp a .
Position Management Plan of Action @ w

Each work group is to identify one specific objective for a statlon-level posrtron management program and-then
formulate a brief plan of action for achieving that objective. Plans should contain: ,
a. The specific staff and line officials among station management who are involved in the objective
and the responsibilities of each;
"b. Sources for pertinent data to be used in working toward the objective and est blrshmg controls to
monitor progress; and ?

c A target date for completron of the objective, and, usmg Handout #18 ds a guide, a step by-step
- explanation of the approach to be used. .

-

F



, o o e Handout #20 ,

The Case of the Over-Supplied )
- Supply Branch T .

|

In this workshop you are a member of your stafion’s Position Management Committee. The matter of concern
currertly before the Committee is the"development ofa managemept plan of action to make some improvements
in the Supply Branch which has been plagueﬁ“ by a number of position management problems,

On the next two pages are shown the orgamzauonal structure and posrtr(}n staffing data foethe Supply Branch.
Followmg this is specific factual informgtion from which “subcommittees” of your station PM Committee will be

' tasked to reach certain conclusions related to one or mare of the objectives above.
As each subtommrttee Studies its assigned part of the problem, it sh%onclude with proposed management
- actions that niove toward the objectives, such as reducmg the staang or the average grade L m
Worksheets. are provided for recording the specific action consrdered to be appropriate. Finally, there is a
\{summary sheet for entering specific results to be attained from the proposed management actions, such as actual
number of positions reduced from total staffing and grade points saved.
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- GENERAL INF ORMATION ON THE POSITION STRUCTURE

All supervisory positions are identified on the chart with an asterisk ™). Where here is a “one over one”
structure, such as in the Branch Office and Storage Facilities Section, the second position is a deputy or assistant
supervisory job. In other instances, the several supetvisory jobs are established over subordinate work groups or
units within the individual sections. .

Of the 131 “GS” positions, 25 of them, as shown by- asterisk,. are supervisory jobs. Two are in the Storage
Facilities Section, and direct a total blue collar workforce in the subordinate Inspection, Shlppmg and Receiving,
«and other units. Discounting these two “GS” supervisory jobs, otherwwlthm the Supply Management Branch

among the “GS” positions, the su ervisor to employee ratio is'1:4. o . _ “
g p p ¥ e -
: - . v -
Average grade data is as follows: ) . . SRS
Grade 3 Number of Positions ) Grade Points
(:S-2 ! oy
GS:3 27 81~
T S4 22 88 &
, S-S5 14 70
GS-6 5 ) 30 '
GS-7 9 ' 63
(S 30 , £ o
GS-1] 13 N\ 143
NS A 9 . 108
GS-13 1 13
. e - ¢
. ! Z  TOTALS * ) 131 . - 868
- AVERAGE GRADE: GS-6.676 . ) ’
< - o '
. The occupational code designations apped between the “GS™ and grade level figures relate to the
‘; subject-matter fields as shown below: = :
, " 4 ' ‘ .
! L" o 301 -7 General clerical - 806 - Industrial engineering
%205 - Mailand file © 1712 - Subject-muattcr training
¥ 312 - Clerk-8tenography 2001 - General utilization
A 318 - Secretarial 2003 - Supply program management
) “322 - (lerk-tvping . 2005 - Supply clerical
341 - - Administiative nmmgcmcnt, 2010 - Supply inventory management
i 343 - Management an: ysig . 2030 - Storage facility management
i i RE R S K anagement clerical dSsistance 2032 - Preservation.& packaging
.»" A4S - Prograh Analvsis aned Evaluation 2050 - Supply cataloging: - {
A . ¥ . [4

IS6 - Card punching . : :
. - o . V N~ ‘ d‘
. . o .

Objectives To Be Attained . .

' | | N Q%
The <tation Posttion \meuml - Committee has dennfie d '|n I”]’”“”‘VE %cuﬁc ohjectives to be attained c 1
trouch the concerted etforts of The subcammigtees N i » e ’ ’
v : /& :
( .
. 1= The organization: ll?l’luﬂ(”( mnn i the %uwpl\ Man: n,cmutf Brnuh i to he corredted by organizational ~.
- comsblidations. This along with other agtions, should restdt m a hetfer supervisor to-emplovee ratio. The,

voul e the Tatter respectisipomething approaching a 1:6.5 m’l'g‘ttcr ratio. 2 . e .
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2. The béor organizational arrangement, concéming the%\Engineering Unit needs to be corrected.

3. Specific position stritural changeg should be accomplished to eliminate job dilution in relation to factual -
data to be set forth latyg. . ' :

4, T ‘:overall “GS” stafﬁhg in the organization over a fiscal year period is to be reduced fro;n tﬁe pré@‘ﬁt
" 131 down to 118 employges. L
5. The average grade is to be deescalated from the present average of GS-6.626 to a‘r%yeragé of GS-6.50 in
the same fiscgl year period. With the overall staff reduced to 118 employees, the total grade points must be
down to 767, 101 less than the present figure of 868, in order to attain the GS-6.50 grade averdge.

A

e .

The blue collar: staffing in the units of the Storage Facilities Section is not shown. This staffing is to be fgnored in
considering the case and arriving at proposed management actions. ; »

) ’ : . .
Part I — Organizational Consolidations

-

3

The span of control from the Btanch level extends to 9 different subordinate sectjons. There is-a good deal of
“close relatedness” occupationally among some of the separately established sections. Provisioning is a speciali’
assignment within the overall field of inventory management..Inventory management of printing materials an 3
forms is not different from inventory, management of other general commodities in any real sense: The Stagige
Facilities Section performs the operating storage and warehousing functions, while the Storage Management
Section performs staff work, and operates a program of autlying contract storage operations. Presetvation and - -
packaging is closcly alligg with the storage operation, in initial sforage, and processing items out for dis'.t{iblftién. -

¢ Al .

With these facts, what organizational consolidations would you propose? l& e
B } N . a
- By these organizational consolidations, what supervisory positions would ¥u suggest be eliminated?.

NOTE:  Post your staff reduction~and grade point savings to the summary,worksheet at the end of the tase.
Part' Il — Improved Spans of Control : )

s .

©

The $pans of coltrol for subordinate fitst line supervisory, jobs within several of the ir/dividual sections deserve

* particular scrutiny. These are as follows: B 5
The 3 GS-2050-11 supervisory jobs’in the Catalog.Section which supervise a total ‘of 12 substantivé
subject-matter positions and 10 support positions. o RS

s

. The 3 GS-2805-6 supervisory jobs in the Property Utilization Section whith supervise a tota?] of 13 " -
subordinate positions. ‘ ° i ,"'
. w. ®
- . . : -
'Wha't othefs can you find that look suspicious? T - - ?
A . <
"What specific supervisory positions, if any, would"ynu propose be ‘c'liminutcd. theréby improvigg spans of .
.+ controlin thé total branch? ‘v - J “ \ )
"-..\:_ o 9. . v, % . , N
NOTE: - Post your staff reduction and grade point sawngs to the sungapq\'varksll«(’ef atthe end of; the case. v
: ) , - A .
Y o - : o
® Part Il - (‘();rec‘_ting Engingering;Unit Orgunil.ati(yml Problem B #/‘\ . L
: . . o I n?t. L, e " : .
, The mgzméutibnul argangement *for the Engincering Unit reflects that- the group of industridl enginegrs work @ %
© under the direclion 0{ three,diffcrent section chisfs, depenging upon the particular nathre of the enBimeering job. ;
They servefthe St((agé Mahaggment Scctiop.in original design agd installation ‘of mgthanizatior™n the sit/o’ragc':. .

e v

¥ . (i - \ .

A . N N
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v

. %operation, the Storage Facilitics Scction in maintaining and repairing the mechanized systems installed,.and the -
Packaging and Preservation Section in equipment design, installation and maintenance to apply preservatives and .
to.package itéms for storage or shipment. . '

What is your solution te the organizational proble;n presented by the Engineering Unit?

NOTE: Post any staff reduction and grade point savings to the summary worksheet at the end of the case.

- L

Part IV — Improving Position Structure to'Eliminate JobDilution - ‘ -

Task and job .analysis in-the organization, along with adv1‘ce from classification specialists, indicates that the

substantive work in the Catalog, Property Utilization and Inventory Management Sections is generally within the

range*of two difficulty levels. These levels are both GS-7 and GS-9, and the workload in these three sections ig._

abouit equally divided among these two different difficulty levels. The GS-5 positions in the substantive fields can ™
. be counted as .the equivalent of .GS-7 positions, since the employees will progress in training to eventually A

=~ perform the less difficult work in these different sections? N -

\ ) |9

Considering the above, what job redesign or restructuring do you cmsider to be af)pféiiﬁate'? et

14

v NOTE: Post your staff reduction and grade point savings »&45|e summary worksheet at the end of the case.
Part V — Lapsing of Vacant Positions ] . 4

AN . 4

The annual turnover rate for positions in ’grade levels up through GS-5 has been %véraging etween 15 and 20%. *

On this basis it may be reasonably prbjec;eq that most likely some 10 employees in these grade levels might
resign, transfer, retire, or otherwise leave, creating vacancies in the.organization. Experience has indieated, that the
clerical support workload is heavy, however, and that mission needs will demand that no more than one vacancy Q
out of every 3 be lapsed. ’

a N

The annual turnover rate among GS-7 and GS-9 substantive workers has been.in the range of 10 to 12%.

. b -
What do you consider to be the maximum management might plan for the forthcpming fiscal year to gain
toward meeting its objectives in overall staff reduction and grade deescalativn on the basis of these facts?®
‘ )

o

: - y o, . . . ' b .
% NOTE: Post vour staff reduction and grade point savings to the sunumary worksheet at the end of the case.

Part VL, Lower Emryte'velqniring in Filling Va z,ﬁcies

'd/ffonsuicrling the fucts on t:}uovcr set forth in Part V above, lower entry level hiring might well contribute to soma

grade point savings. Also_this might be expected to improve the agency situation conserning EEO and Upward ¢
M_obxlny & 2 : : : . N
% 3 . ,
v What enti® le { hiring o tilling of vieancies based on the data given in Part V. above. wonid y(:u
rmw\mmnn«i" . ) . 3 ' St
. <y ) ' ‘
NOTE  Posevour staff reduction and srade point savings to the \’umm& worksheet at the end of the case
W ro ' S, o ’ S *
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) The ‘objectives of 'this training are to enable panicipants(tgxb(m%

O:BJ.ECTIVE‘S :

5

1 Define position management and tell why there is concern fqr it.

. £

2. State their responsibilities and describe the obliga'tiomey have as
an official with position management authority.

3. Identlfy potentlal advantages and dlsadvantages of alternate
,organizational structures.

47 Analyze tasks and work operations as a basis for designing positions
that will bring about maximum utilization of skills at the least
poss1bie cost. s

velop a plan for management action to meet position cexlmg and
e grade goals. ‘
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POSITION MANAGEMENT IS

-

\

v >

the assignment of dutigs‘to positions and the structuring of positions to -

S .

form an orgapization that provides for the orderly and economical
accomplishment of work through efficient methods and practices while
E RN ‘

effectively developing a;nd utilizing employee skills and abilities. -
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COST TO BENEFIT CONSIDERATIONS ~ * -
s ) ‘ A 4 % s . ) [N ‘ ) . . ,
/L\ Involve analysis to determirte the relative 2dvan##es and disadvantages-
of varied possible arrangements of work organization and "position 0 /

/ _ design. ' ' Do ' . S

P

in the sense of L .
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A full cost to benefts analysis involves total management'considera’tion,//. L
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. . FACTORS TO BE CONSIDERED IN J
EFFECTIVE POSITION PLANNING

|. Delegation. of authority commensurate \with assigned

" - responsibilities. ; A

Estz;blishing a<reasonable supervisory span o? c-erttrol:

3. Distinguishing supervnslon frjfl production.

[39]

>

Makmg effectlve use of employees’ skills,

’S. Keeping differen! duties at approximately the sanle skill level.
6.+ Concentration of duties requiring special skil}s'or training.
Yy
7. Imp"tt of technological changes in machmery, systems and
facilities on manpower needs,
3’ ) . Lt e
8. Requirements for training and si(ills'*ngrading

-
$

-~ 9.. Re unremeq,ts for contacts wuh other employees, Gove’rnn}ent

officials, anthhe general public; -
[
10. Public policy.




o

ERIC

Aruitoxt provided by Eic:

Lt

. R N 1 . ~
-
f . e v | . Vi N
L s v
i . 2
. :
3 . s
f Pr
. o- i
» + ’
L - ’
\ : 1 ~
[ .
.- . A
- ! ,‘ ~ <«
. . . - f
- 3, S
I

.. QUESTIONS TO ASK IN THE .

SRR \ " PosrTioN PLAWNING PROCESS - \
e A :
Wh_at is _tﬁe »Ivoik_'t‘o‘b'e aOne? - . | 3 *
M‘/hat are the nature an':i condition of mflterl:ais received?‘ -
- . . ’ v .
:‘, What changes are to be made in materials?
What processes are to be 1Jsed? ' | . ‘
AWhat isthe pfdec'; to ébe,deli_\_/ered?
How can the ‘wé;k be divided into operations, duties, tasks, and
‘respons’ibilities?_ ‘ , .
3 Hov can the _work area b;. laid out? ’ 4
n tht manﬁ)éw_ér resources are required and are they available?
. ' .

. What initial and continuing training will be required?
‘\ i " .

L
o

) R S , : ,
.- What alternatives are avgilable in production processes regarding work
assignments, equipment, and skills required?
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JOB ANALYS{S TERMS . .\

ELEMENT — the smallest unit into which work can be dmded without,
analyzing separate motions or, mental processes. :

«

‘

TASK —a distinct, identifiable work adtivity that. constltutes/ one of
the logical and necessary steps in the performance of a ]ob (usual}y '

consists of several e1ements)

e

DUTY —a large segment of the work performed by an mdmdual and

may mclude any number of tasks.

»
Al

s

g

I

»

¢

' POSITION — consists of one or more duties requinng the serVJces of

one .worker.

o>

OCCUPATION — a grouping of jobs which are s‘mllar in-terms of the
skllls knowledges, or abilities required.

©

T-6



C
A TASK STATEMENT WILL SHOW:

~

1. What the employee aoes, by using a specific action verb which

introduces the task statement.

2. To whom or to what the employee does it, by stating the

ject of
the verb. | /
3. What is produced, by expressing the expected outcorr/w of the verb.

4. What materials, tools, procealu'es or equipment are used.

]
’

A SAMPLE TASK STATEMENT
FOR A STAFFING ASSISTANT IS:

&

“Qttlestions‘ applicants for employment in order to record personal and
work hackground on SF-171 using prockdures outlined in the operating
manual.” o

~
d

0\‘

3




\
FIVE BASIC RULES IN JOB DESIGN
£
" Design’ posmons along homogeneous lines to the greatest extent
posmble
St

-

Purlfy to the greatest extent posmble all high level prbfessmnal and

 technical positions.

Care{r structuring is essential ifi apy work organization. -
. - ' . ]

Job design must take place with recognition of labor market
conditions.

3
~

Job design must take place with conSIderatlon to the human *

element. . C o~

1y
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y . HERZBERG’S MOTIVATORS
R : . ’ )

.“ & _

1." Sense of achievement . J . .
2. Earned recognition

3. Interest in the work itself ~ .
* ‘.

v
’

( . { ) 4. Opportunity for growth: /

5. Opportunity for advancement

Ly

\ . 6. Importance and responsibility * {
* to 3

’ 7. Peer and group relationsflips

v

- 8. Pay ‘
Fa. k \" - '. " . .
) i ! 9. Fairness of the supervisor . "¢

10. Employer’s policies and rules i

o ' ‘ ~ C g
k, : 11. Status . o
12. Job security

. 13. Frie';ldﬁness of the supervisor

14. Working conditions

A

AN \(_,\

[ 1.["
- iy
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APLANOF ACTION
ONE: Set objectives
TWO:  Gather Data
. . ‘
THREE: Develop an Approach
FOUR: Establish Controls - *
FIVE: Assess Results
* \
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